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ABSTRACT 

This manual systematizes the techniques and 
strategies that employment workers used in Jobs Now, the manpower 
agency which developed the coaching role that has subsequently been 
adopted throughout the country. It is designed both for those people 
with a general interest in staff-client relations and techniques and 
for those concerned with specific problems and problem-solving 
strategies and in need of a reference source containing specific 
helpful information. The chapters have been organized according to 
the major areas of client problems; need of a job or training 
placement; rejection of a job referral; uncooperative or resistant 
employer; being fired or laid off; quitting the job; in trouble with 
the law; and personal problems. Each chapter follows the format of: 
(1) stating the problem; (2) a listing of major objectives in 
handling the problem; (3) a discussion of strategies and techniques 
used to reach the objectives; and (4) a list of resources necessary 
or useful in carrying out the strategies- (TA) 
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INTRODUCTION 



This Manual systematizes the techniques and strategies employment 
workers used in Jobs-Now— the manpower agency which developed the 
coaching role that has subsequently been adopted throughout the country. 
Since it represents the experience acquired by workers on the job, it 
often di recti} quotes those who participated in the project. 

HOW THE MANUAL WAS WRITTEN 

The main method used in preparing this Manual was the "Critical 
Incident" technique. Experienced workers in the agency were asked to 
describe five examples each of effective and ineffective actions they 
had taken. For each incident, they wrote what had led up to the 
situation, vhat they had done, how it turned out, and--in the case of 
the failurps--what they should have done. 

It should be noted at the outset that there is no way of knowing 
whether an incident as described happened exactly that way. In fact, 
because each "incident" is a written summary , none of them are really 
"exactly" what happened. Nevertheless, the sunmaries do point out some 
essential truths about techniques as workers have experienced them. 

These critical incidents were analyzed by trained coders. They were 
sorted and scored by type of enrollee problem, the worker's objective, 
outcome, and a number of other factors (such as whether the incidents 
took place within or outside the agency offices). Client problems were 
then sorted into related groups. Each chapter of the Manual covers a 



different problem group. 



- i i - 



For each problem group, the critical incidents were scored 
for the objectives used in dealing with the problem and for the 
strategies used to reach these objectives. These are listed in 
order of thei r frequency within the Manual. Thus, the Manual is 
based more on actual experience than on principles or theories: 
employment workers describe critical incidents in their own words-- 
the researchers only organized the material. 

Researchers did supplement the Manual with suggestions based 
on their knowledge of manpower programs throughout the country; 
psychology; methods of influence; and sociology. These ideas are in 
the sections which discuss the problems, objectives and techniques. 

The aim of including some of these discussions is to pass on to the 
reader some of the whys of the techniques and of client behavior to 
supplement the what. That is, this Manual tries to train and to teach. 



THE AGENCY STUDIED 

The main feature of Jobs-Now--a private, non-profit agency 
sponsored by the Metropolitan YM-YWCA (Chicago)--was that it was staffed 
and managed almost entirely by indigenous (black) paraprofessionals. 
While there were coaches, counselors, job developers, orientation group 
leaders and team coordinators, none wore professionally trained for such 
roles. Their status was determined by their position in the agency 
hierarchy and by their experience and competence. It was not determit:ed 
by thei r professional credentials or titles. 
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A second feature was the great amount of flexibility despite 
the organization of the job coaches, developers and counselors into 
teams. Each team was under a coordinator and had specific companies 
to work with. It worked only with enrol lees placed in these companies. 
However, supervision was loose and coaches were encouraged to take 
whatever steps they felt were appropriate. They were not required to 
get clearances or permission from supervisors, although they were 
encouraged to coordinate with other team members. There were few rules 
or limitations placed on them and they were not treated as aides or 
subordinates. Because it was coaches who did almost all the direct 
work with the clients in Jobs-Now, the critical incidents on which this 
Manual is based were obtained mainly from them. 

A final feature of the agency was its main objective: placement 

and retention of the client. After a two-week orientation cycle, the 
team tried to place the enrollee and coaches provided follow-up once 
he had been placed. Although coaches sometimes participated informally 
in orientation, most of their activities took place after an enrollee 
went through the orientation-assessment cycle. 

In Jobs-Now, coaches did almost all direct one-to-one contact 
work with enrollees, taking over when the team either: (a) decided which 
open job order to refer the client to; or (b) left the client at the end 
of the 2 week orientation and assessment cycle without a referral. In 
the latter case, it was up to the coach to try to get a job referral for 
"his" enrollees. When either the team referred a client during the cycle 
(as in a) or it was left to the coach to do (as in b), the general theory 
was the same--match the enrol lee's skills and aptitudes with the available 
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jobs. However, that turned out to be the case only in theory. In fact, 
the jobs available had almost no ski 1 1 components in them (except typing 
jobs) and the enrollees had so little specialized skill achievement, 
that job matching was primarily on the basis of minimum qualifications 
(for example; "Here's an opening at the steel mill-stock handler. 

Collins is a male, young and strong, so let's refer him there"). Other 
experience in Concentrated Employment Programs and Work Incentive Programs 
shows essentially the same thing--that there is almost no matching of 
aptitudes, interests, and qualifications to jobs--or to training slots. 
Slot-filling is the rule; "differential assignment" and job matching is 
the exception. That is why there are almost no examples in this Manual 
of incidents having to do with job matching or with vocational counseling 
aimed at trying to help an enrol lee identify his work interests and skills. 
In other words, this Manual has more to do with placement and post-placement 
problem-solving than it does with pre-pl acement vocati onal guidance and 
counseling. Lack of coverage of pre-placement counseling and guidance 
does not mean that there is no role for counselors; rather, it means that 
there wjg relatively little pre-placement counseling activity done in 
Jobs-Now and that whatever post-cycle counseling took place was done by 
the job coaches. 

Therefore this Manual emphasizes post-cycle problems, where coaches 
are usually the main figures, and has relatively less to report about the 
pre-placement problems with which counselors are typically concerned. In 
that sense, the Manual is not a complete portrait of ^ the tasks that 
get done by the various kinds of manpower workers who deal with enrollees. 
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For the tasks it does emphasize, it makes relatively little 
difference whether in one agency the person who carries out a particular 
strategy is described as a coach, a counselor, an aide, interviewer, or 
employer relations specialist. 

The Manual describes the strategies used, not the job titles of 
those who used them in Jobs-Now, or who might use them in a different 
manpower agency. Therefore, in order to avoid unnecessary confusion, 
the Manual talks about "employment workers" or "agency staff members" 
and "coaches" without meaning to imply any particular job title or status. 

WHO SHOULD USE THIS MANUAL 

In other agencies where coaches may ha'/e more specialized roles 
and less independence, the strategies in this Manual may not apply only 
to them. Some might be used by counselors, others by job developers and 
some by work training specialists or placement interviewers. It must 
be stressed that this Manual is aimed at those people working directly 
with applicants in manpower agencies--or in any agency which attempts 
to deal with employment problems of its clients or enrol lees. It is 
less important whether they are used by people in any particular job 
category. In other words, wherever the Manual describes a coaching 
action, the reader should feel free to apply it to job development or 
counselor roles as well. In Jobs-Now, where the data were collected , 
the techniques described were used by coaches. Therefore, the Manual 
describes the things that were done by coaches; it does not mean that only 
coaches can or should use these techniques. 
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Thus, supervisors and managers could also find this Manual useful. 
Of particular interest would be its use in determining strategies, 
performance objectives and evaluations for various employment workers. 

A supervisor could use this listing of strategies as a guide for setting 
standards of job performance. He could also use it to suggest ways to 
improve staff skills. Finally, he could use it to develop the necessary 
organizational structures and resources. 

Not every worker in Jobs-Now used all the techniques described 
in this Manual. But almost all employment wori.ers are faced with problems 
like those presented here, and could use all the strategies. Therefore, 
this book of techniques can be thought of as a detailed job description 
for manpower workers with the disadvantaged. 

PARTICIPANTS IN THIS PROJECT 

There are no individual "authors" of this Manual as such. It 
really is a joint product of the staffs of Jobs-Now and the Program in 
Manpower Studies, The University of Michigan. The university staff 
col lected the data after working in Jobs-Now as participant-observers. 

They went through the program as enroll ees and served as understudies 
and assistants to coaches. The coaches produced the data out of their 
experiences and are as much the authors of this Manual as those who 
compiled it. This is a unique arrangement and represents the conviction 
of the Program in Manpower Studies, and Jobs-Now that one must go to 
those who do the job to find out how it is done. We believe that those 
who do the coaching, counseling, placement and job development are the 
real experts--and this Manual is one way to recognize their authority and 
expertise. 

o 
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HOW TO READ AND USE THIS MANUAL 

A. M ANUAL DESIGNED FOR MULTIPLE PURPOSES ; This Manual is organized 
to facilitate the use of its contents by people working in manpower 
programs or agencies. It is designed for a range of potential 
users — for those with a general interest in staff-client relations 
and techniques as well as persons concerned with specific problems 
and problem-solving strategies, and in need of a reference source 
containing specific helpful information. 

*J0BS-N0W 

**Program in Manpower Studies 

11 

o 

ERIC 



-vi i i- 



B. THE ORGANIZATION OF THE CHAPTERS : 

The chapters of the Manual have been organized according to 
the major areas of client problems. Each chapter deals with a different 
problem area, and each chapter title is a brief description of the 
problem area covered. The Manual's Table of Contents provides an 
overview of problem areas discussed in the various chapters and the 
page location for each chapter. The reader does not have to read 
each chapter in order. He can go directly to the information contained 
in any particular chapter — and it should be understandable and useful 
without having to read the preceding chapters. 

The order of the chapters is according to the usual sequence 
of events from placement through the problems of keeping enrollees 
on the job. Then there are two chapters that deal with problems 
that can come up at any time in the sequence — before, during and 
after placement. The last chapter is a summary, followed by an 
index which can be used to locate topics that appear in various 
chapters. 

C. THE DETAILED OUTLINE PRECEDING EACH CHAPTER : 

At the beginning of each chapter is a detailed table of its 
contents. This table provides brief descriptions of the material 
covered in the four basic sections of the chapter together with 
page locations of the sections and subsections. 
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(1) Basic Chapter Format : All chapters follow the same general 

organizational format, with the following sequence of 



sections: 



PROBLEM # 



A general statement of the problem is 
presented along with examples from the actual 
experience of manpower workers. (The number 
assigned to the problem is the same as the 
chapter number). 



OBJECTIVE 



Discussion and examples of the major objec- 
tive or alternative objectives in dealing 
with the problem. 



strategy 



Accounts of the strategies and techniques 
used to reach the objectives. The different 
strategies are listed and discussed in 
order of their frequency. Additional 
comments and suggestions are supplied by 
PMS researchers. 



RESOURCES 



This section suggests structures and resources 
that would be necessary or useful to line 
staff and their supervisors and administrators 
in carrying out these strategies. 



(2) The Meaning of this Format : 

The format is based on the principles of a problem- 
solving approach: 

a. Def i ne the problem. 

b. Consider the range of alternative solutions or 
objecti ves for dealing with the problem, and evaluate 
them. 

c. Choose a solution or objective (or list the priorities 
among the potential objectives). 

d. Consider the range of techniques or strategies that 
might be used to achieve the objective and evaluate 
them. 

e. Select the strategy or series of actions to be used. 

f. Identify the kinds of resources required to carry 
out the strategy. 

g. Do •'"t. 

^ h. Evaluate the results. 

ERiC 
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(3) Using the Actual Experiences of Employment Workers as 

EXAMPLES of Problems, Objectives and $trategie<^ : 

To preserve authenticity and reality, most of the examples 
presented throughout the Manual are based on the c.ctual experience 
of Jobs-Now coaches described in their own words . Direct 
quotations from the written critical incidents are printed 
in " 4 typeface handiv^Uting} . 

The coaches had been asked specifically not to concern them- 
selves with such things as grammar or spelling. A greater 
emphasis was placed on the free flow of their recollections 
and feelings. We have made minimal grammatical and spelling 
changes in the originals. Otherwise, they stand basically 
as they were submitted to us, since we feel that technical 
imperfections in the writing do not interfere with conmuni- 
cating the "feel" of working with enrol lees in manpower agencies. 



D. THE SUMMARIZING DIAGRAM AT THE TOP OF EACH PAGE: 



The diagrams along the top of the pages follow the chapter 
format. The diagram on the first page of each chapter looks like this: 



PROB .EM 
Brief JiF- 
cript^on of 
problems. 



OBJECtfVE 



STRATEGY 



RESOURCES 



EXAMPLES 



The largest box in the diagram indicates the section of the chapter 
that is being discussed on that page. The words under the box identi 
the subsection being discussed on that page. Once a section has 




fy 
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been presented, a suimary of the main points is put under the box. 

Thus, at the end of each chapter, it is the last box (Resources) 
which is largest, and all the boxes before it have key word sunmarles 

under them. 

The arrows represent the nature of operations in an agency. 

An agency's resources make it possible to use certain strategi^s_ 
in order to achieve particular objectives, to solve a problem. 

Thus the arrows go from Resources backward through the problem-solving 

steps to the Problem. 

Each diagram therefore serves as a summary of the material 
presented up to that point in the chapter. The reader can also use 
the diagram as a "Locator" to help him see what point he has reached 
in the sequence of sections and subsections within the chapter. 
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CHAPTER 1 



ENROLLEE NEEDS A JOB OR TRAINING PLACEMENT 



1 PROBLEM I1T 



An enrol lee wants and needs a job or training slot, 
and has not yet been placed or referred. 



EXAMPLES OF THIS PROBLEM 



2 



OBJECTIVE: 



Get the enrollee Into a job or training slot. 

STATEMENT OF OBJECTIVE 4 

EVALUATING THE OBJECTIVE 4 

EVALUATING THE RISKS INVOLVED 9 

WAYS OF REDUCING THE RISKS H 



! sTRATESTT 



Coaches used five general strategies. 

1. SEARCH FOR A JOB OPENING OR TRAINING SLOT 

THAT FITS THE ENROLLEE' S BILL.... 15 

2. GET THE ENROLLEE TO ACCEPT AN AVAILABLE OPENING 

THAT IS DIFFERENT FROM WHAT HE HAD IN MIND 19 



3. PREPARE THE ENROLLEE SO HE LOOKS GOOD 

TO THE EMPLOYER 

4. INTERVENE WITH THE EMPLOYER SO THAT HE WILL 

ACCEPT THE ENROLLEE 

5. GET BOTH THE ENROLLEE AND THE COW>ANY TO 

MAKE CHANGES FOR EACH OTHER 

6. DROP THE ENROLLEE IF OTHER STRATEGIES FAIL. 



resources :j 



Coaches need four kinds of resources. 

1. AN EMPLOYER IMTELLIGENCE SYSTEM^ 

2. ACCESS TO LEGAL EXPERTISE 

3. JOB SEARCH WORKSHOP 

4. EFFEaiVE TEAM STRUCTURE 



o 
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PROBLEM #1 : 

Enrollee 
needs a 
job or 
placement 



EXAMPLES 



OBJECTIVE i 



STRATEGY 



RESOUPXES 1 



I PROBLEM 



A client or enrol lee tells a coach that he wants or needs 
a placement. In working with the enrol lee and talking to him, 
the worker may find that there are also other problems or 
difficulties, or that the enrollee has particular needs or 
desires about the kind of placement he is hoping for. EXAMPLES : 



[a] A dl&tAjaujf\kt and neAvouA young man appKoach&d me 
Ke.gaAcU.ng empioyme.nt. Hou)eveA, he. 6tcute.d empkat^ccaX^ 
thaX kt c/oantzd 6ome kU.nd tAoAJiLng. In taikUng taUth 
tKU cLient., it w;a6 appoAznt that he aL&o needed 6 o me 
type oi5 p^ychtat/Lle coumetCng. HoioeoeA., the ctcent 
cZeoAly Indicated that he did not ivcuit any type o 
pAo^e66ionaZ tAeatment. 

(fa) A young man o^ 17 eame to u6 ^oa ejnployme.nt, aZthougk 
he stated he uoanted to AetuAn to school (evenings) . 

Bat he did need money to maintain hii feeep beeau&e he 
had a eou/it date pending. 

(c) A young lady came to me 6eeking employment. She. 

21 yeoAh age uiith taoo childAen and no huiband, and 
at time6 Mould take to the bottle, but 6he woA not an 
alcjokotie. 

(d) A client ho6 Aepe.ated uni>ucce>&6^ul. attempts at finding 
the Aigkt iob, and he lacked confidence in him^eif. 

(e) A client had u) 0 Aked as a maid all heA li{^e. Wotu 6he 
uoaA 42 yea/u old and Miihed to change to a factory. 

She had be.e.n in (city) foA thAee montki and u)a& 
gAeatly ovetutieight foA a factoAy. 

(jj) Client u)o6 AefeAAed to 6eueAol job.& but neueA kept hii 
appointments . He. voas always toAdy duAing the two week 
cycle. I called client duAing my monthly folCow-up 
to see if he was employed as yet. Client 6 toted that 
he was not yet employed, but Aeally needed one. 




PROBLEM #1: 



Enrollee 
needs a 
job or 
placement 



OBJECTIVE 



EXAMPLES 



STRATEGY 



RESOURCES 



(g) A coach m)o6 in need mployment became 

i.Yieiiective manofiement and hmband'6 6atoAij not 
adequate. 



OBJECTIVE: 



PROBLEM #1 I 

Enrollee 
needs a 
placement 



! OBJECTIVE: 



EVALUATING 

THE 

OBJECTIVE 



Place enrollee 
on a job or in 
training 



STRATEGY 



EVALUATING Th€ OBJECTIVE 



I RESOURCES 



In these and similar cases, the coaches decided that 
the most important thing was to get the client placed on a 
job or in a training slot. The coach accepted the enrollee's 
objective and worked on it (although sometimes, when the 
enrollee did not follow through, the coach decided that he 
didn't really want a job or training). In other words, the 
worker gave higher priority to getting the enrollee placed 
than to other problems such as obesity, pending court dates, 
drinking, poor money management, etc. 



Some examples showed that some enrol lees who said they 
wanted a job acted as if they didn't. When workers tried 
to get the enrollee placed, and then the enrollee did not 
show up for interviews, or rejected the possible placements, 
the workers got the idea that the enrollee really did not 
want a placement. EXAMPLES : 



id) An (LWinVidd playzd dumb by doZng vzA.y poohZy on 

60 that kz mold not be Ae^e/i/ied. In that example, 
the coach u)a6 able to talk the client into t/iytng ^oA. 
a job, once the coach got onto the client'6 game. 

(fa) One en/wllee expA,e66ed veAy negative attitudes about the 
agency and the job6 to which 6he was Ke^eoAed. She 
tiled to talk othefL enAollees Into rejecting the Jobs 
too, by knocking the jobs to otkcA clients. 

(c) The enAollee called the coach at home in the evenings 
and at night, seeming to want to talk about getting a 
job, but really In onden. to tiy to develop a sexual 
relationship with the coach; the enrollee never {^ollowed 
through on any o^ the referrals the worker made. 



OBJECTIVE: 



PROBLEM #1 

Enrollee 
needs a 
'placement 



'Place envollee 
on a job or in 
training 



STRATEGY 



EVALUATING THE OBJECTIVE 



RESOURCES 



When workers had this kind of experience, they sometimes 
seemed to get angry at such enroll ees, and decided that they 
didn't want to work. Coaches said that these clients came on 
as if they wanted jobs either because people at home were 
putting pressure on them, or because they were program-hopping 
(some coaches called them 'program pimps'), getting stipends 
from one program after another when they needed cash. 

Below are some other reasons why enrol lees might appear and 
act 'unmotivated' when they really do want a job. 

FEAR VS. LACK OF MOTIVATION 

Because they are afraid of a placement, enrol lees 
sometimes act as if they are "unmotivated." They program-hop 
at least partly with the idea that they will find a job 
placement that they will be comfortable in. Instead of 
showing that they are afraid of a placement, they act angry 
or independent, or say that they don't like this or that job 
possibility, or just fail to show up for job interviews. 

Some say that they can make more money and have more fun 
and excitement hustling on the streets. But they know that 
hustling is a dangerous and unsteady job; it looks more 
attractive to them because regular work is so unattractive. 
Part of that unattractiveness is that they expect to be 
uncomfortable in a strange and possible hostile workplace, 
and are afraid of messing up. The enrollee feels less of a 
failure if he doesn't try at all, than if he tries and still 
fails. For these reasons, a worker can be wrong when he 
jumps to the conclusion that an enrollee is exploiting the 
program and really doesn't want to work. 

~Er|c -5- 20 



OBJECTIVE: 



PROBLEM #1 

Erwollee 
needs a 
plaaement 



Place enrollee 
on a job or in 
training 



STRATEGY 



EVALUATING THE OBJECTIVE 



RESOURCES 



LACK OF INCENTIVE VS. LACK OF "MOTIVATION” 

It is frustrating for a worker to find out, after 
trying to place a client, that he doesn't want to work (for 
whatever reason). There is a risk of waiting to find out 
until after the enrollee has turned down jobs, accepted one 
and then failed to show up, or messed up on the job right 
away. The risk is that: 

(a) the enrollee gets himself into a situation where he 
makes himself fail again, and 

(b) the company becomes more distrustful of referrals 
from the agency. 

Before taking the risk, agencies think that it would be 
better to test the enrol lee's 'motivation" in advance. Some 
workers check the enrol lee's record of lateness to the orienta- 
tion program, or makes guesses from the way the client talks 
about jobs he wants or has worked on. If he has quit jobs 
in the past and gave the worker a weak reason, he might 
doubt the enrol lee's "motivation" for work. If the worker 
then believed that the client was one of those who really 
don't want a job, he decided not to place him, or referred 
him to training instead of a job. When he did that, the 
worker made a guess about the enrollee come true, by not 
helping the enrollee achieve a job. 

But enrol lees sometimes look "unmotivated" even when 
they are not fearful, when there is nothing to be motivated 
toward, or when the jobs aren't worth it. They may quit 
jobs that looked good to the agency because they couldn't 
handle the hassling they experienced on the job (they might 
give a different reason because they can't admit they let the 
hassling get to them). Or, an enrollee might come late to 
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the program because he doesn't believe that what goes on 
in the program will do him any good. In other words, the 
enrollees may play it cool when they don't believe there is a 
chance of getting into something worth being turned on about. 
This makes the agency think he is "unmotivated." The agency 
won't place him and then his disbelief comes true and he can 
justify his coming late. But lateness to the program does not 
have to mean that he would also go to work late. 

These two situations are examples of some general 
psychological principles that apply to all people. 

GENERAL PSYCHOLOGICAL PRINCIPLES 



(1) When someone is far from his goal (or thinks he is), 

he can see the desirable parts of the goal more clearly 
than the undesirable. Still he is not likely to be highly 
motivated toward it because it seems so far away. That 
is why he may act "unmotivated" even when he says he 
wants a job. He thinks that getting one is too far in 
the very uncertain and distant future. 

(2) When he i s far from the goal , he will get motivated to 
take only those steps that seem to him most likely to 
move him closer to the goal. If he can't see the 
relevance of some part of the program, he will not be 
"motivated" to get involved in it. 

(3) The closer he gets to the goal, the more he becomes aware 
of its undesirable or fearful aspects. The thought of 

a job makes his fear grow faster than the positive 
interest. If the fear gets stronger than the interest, 
his "motivation" can switch from being toward the goal to 
going away from it and avoiding it. That is why some 
enrollees are very positive about a job in the future, 
but may not keep their appointments, start coming late or 
be absent from the orientation program when they are 
referred to a specific job. That means that the anrollee's 
real desire for a job is becoming overwhelmed by fear. 
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(4) It is better to reduce fear than try to increase the 
positive "motivation." 

(5) All these principles mean that the behavior of enrol lees 
is very much affected by the situations they are in, 

and where they are in relation to their goals. Behavior 
is easier to change by changing the situation rather 
than by trying to change attitudes and personality. 



SUMMARY 

In summary, when an enrollee says that he wants or needs 
a job, any one of the following could be the case: 

(A) He wants a job and is ready to accept a placement. 

(B) He wants a job but is afraid of a placement. 

(C) He wants a job but acts unmotivated because the incentives 

aren't there. 

(D) He really does not want to work. 
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As indicated above, there are risks in trying to place 
an enrollee when he is afraid of a placement, or does not 
want to work. But there are also risks in deciding that the 
enrollee does not want to work, when it may be one of the 
other cases described. The risk is that an enrollee who 
really does want and need a job will be treated as if he 
doesn't, and therefore will not get the kind of help from 
the agency that he came for. He might just continue to drift 
with his fear, and confirm a drifting way of life. Or he may 
be put in the position of having to try to prove to the agency 
that he wants a job, and get angry at the agency's delaying 
tactics or efforts to "test" his motivation before sending 
him out. The agency will have to compare the risks and 
decide which is greater: the risk of increasing an employer's 

mistrust by referring an enrollee who messes up on the referral; 
or the risk of trying to screen enrollees in advance, making 
wrong judgments, and thus not giving the service that the 
enrollee who wants to work came for. 

There is no general rule about how to evaluate the risks, 
because there are so many different levels of how sure one 
can be, and how damaging it would be to make a wrong decision. 
Coaches usually took the enrollee' s side and tried him out on 
one or more placements before deciding that he didn't really 
want to work. Job developers, on the other hand, were the 
ones whose work got hurt. When an enrollee messed up on a 
placement attempt, other enrollees suffered because job orders 
were used up on enrollees who wasted them. 
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If there isn't open discussion of the risks and a clear 
decision, there can be argument and bad feeling among the 
agency staff, especially if someone on the team feels that 
he has to pay the price of a wrong decision made by others. 

Since there cannot be any general rules for deciding, 
coaches and other members of the team have to meet more or 
less informally in order to discuss the evidence in the 
problem cases. Everyone whose work is affected by it can 
participate in the decision, take steps like those described 
below to reduce the risks as much as possible, and make 
compromises and trade-offs so that no one member of the team 
feels that his job is always the one that is made harder. 
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Most enrollees who say they want a job ^ want a job, 
so the team can accept the enrollee's objective and go ahead 
by using the strategies described in the rest of this chapter. 
Most enrollees are not afraid of a new job, especially if 
they have had a couple of jobs that lasted for more than a 
few weeks. But when the team decides that an enrol lee is 
afraid, and the risks of trying him out on some placements 
are too high, there are some things that can be done to reduce 
the risks. 

FEAR OF PLACEMENT 

When the enrol lee seems to be avoiding placements, there 
are two general principles that can be followed: 



1, Try to set up a placement where the enrol lee knows in 
advance that he will be successful and that he won't be 
uncomfortable or nervous. The agency worker can; 

(a) Put the enrol lee on a temporary job that he knows 
will end on a certain date. This will prevent him 
from feeling pressure to succeed. When the job is 
over, he knows that it is not because he was fired. 
Then make sure that he gets lots of positive feed- 
back from both the agency staff and his supervisor 
or foreman so that he thinks he can be successful. 

(b) PI ace the enrol lee in a job where a trusted friend 
works, and get him to help the enrollee adjust. 

The friend can also give him reassurance. 

(c) Place two enrollees together and get them to help 
each other. 
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(d) Place the enrollee in a job where he will be working 
close to others of the same racial /ethnic group as 
himself, especially if he is uptight about being 
surrounded by WASPs. 

(e) Place the enrollee in a job where the immediate 
work supervisor or foreman is of the same racial/ 
ethnic group as the enrollee. 

(f) Don't give the enrollee the impression that his 
placement is a 'test' to see if he can make it. 

Let him know that there can be lots of reasons 
if the job doesn't last. 

(g) Give the enrollee a convincing promise (with 
examples of other enrol lees) that if he does 
lose the job, another one can probably be 
found for him. 

2. Ease the enrollee into work situations through small doses 
of experience. He will get used to new situations 
gradually, and/or find out that they are not as frightening 
as he thought. 

(a) Place him on a temporary or short-tenn job, or 
part-time job for a short while, as in (a) above. 

(b) Give him some practice in successfully handling 
the situations that make him nervous. See Role 
Modeling and Role Playing for various ways of 
doing this.* 

*Role Modeling and Role P1ayind » A Manual for Vocational Development a nd 
Employnent Agencies , available from the Division of Utilization, Manpower 
Administration, Washington, D.C. Also see Simulation and Imitation , by 
Gordon, Bert Cher, Hayes, Lawson, and Munsey, 5 self-instructional casette 
audio-tapes and workbooks, available from Manpower Science Services, Inc. 

Ann Arbor, Michigan. 
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(c) Get the employer to assign him to easy tasks at 
first, with precise instructions on what to do. 

Then give him feedback on his success. 

(d) Refer him to jobs that don't require him to be 
involved in situations that make him nervous. 

For example, if he gets nervous at employment 
interviews, (even after you have given him 
practice), refer him to a job that doesn't 
require any. Or, go with him to the interview 
and handle the tough parts for him (if the 
employer will let you). 

LACK OF INCENTIVE 

If you can't be sure whether the enrollee is unmotivated 
to work, or is just not turned on by the situations you have 
seen him in or the jobs that he thinks the agency will refer 
him to, there are some things that can be done to reduce the 
risk to the agency of hurting relations with a possible 
employer. Again, there are at least two general principles 
that can be followed: 



1. Refer the enrollee to a "safe" employer--one who is less 
likely to blame the agency or the disadvantaged if the 
referral doesn't work out. Such "safe" employers are 
also likely to be those whose jobs are low-level and low 
in pay. So make a deal with the enrollee that if he 
sticks it out on the job for a certain amount of time 
(say one, two or three months), then you will do 
everything you can to get him into a higher level job. 

2. Make sure the enrollee knows he doesn't have to take a 
referral he doesn't want. Then he won't act as if he 
is accepting it and then not show up. Let him know you 
will not get angry or disappointed if he doesn't accept 
the placement, and that you will keep trying to get him 
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a more satisfactory one. If he cannot or does not want 
to even try the placement, then tell him that you will 
try to get him a different job. Also tell him that it 
might be closer to his interests, but not be at a higher 
level. However, if he stays on the job, you are in a 
better position to get him a higher level job. 
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STRATEGY #1: SEARCH FOR A JOB OR TRAINING SLOT THAT FITS ENROLLEE'S BILL 

With this problem and objective in mind, the thing 
that most workers do first is search for a job that 
accommodates the enrollee. They look for jobs where the 
employer is likely to accept the enrollee as he is. The 
worker also tries to get a job without either him or the 
enrollee having to go through a lot of changes. EXAMPLES : 



(a) knothzn. iilot tvcU) opm .in X Company'6 TM^nlng Schoot ^oh. 

Tl/ nzpai/i. This po-^on 6zmzd to mzaiu/iz up appzoAancz 

and peA^onaltty to pa&6 the. 6ti^^ tntcAvtew 
boa/id at the. company. The w^iittcn tat u)a& given and 
ciicnt po66cd. Coach p^epoAod the etient bc^oAc tntcAvtew 
Mith X’a boojid. Coach told etient to be o6 Aelaxed o6 
po66tble ojhtle being intcAvi^wed — not to enteA inteAview 
Loith ^ixed attitude, etc. 

(b) 1 could not i^tnd a job ^OA him on my team. So I didn't 
6top at my team. I mnt to 6ome o^ the otheA team6 

and aiked {,oa a job {,oA him becauSie 1 couldn't 6eAvice 
him. Ai a Acquit checking lOith otheA team6, 1 (^ound 
him a job lOheAe he it pAaently ttilZ. employed happily. 

(c) I contacted Company A because it it one o^ the 
companiei uhich I t cAvice that util hOie 1 1 uwi old 
malet with a count date pending. Talked with peAtonnel 
manageA and explained th^ client’ t pAoblem--age and 
pending couAt date. Had had the young man tetted at oua 
agency (clerical aptitude) which 1 alto Aetated to peAtonnel 
in Company A. The client wot hOied and woAked tkeAe one 
month pAioA to hit couAt date. The outcome oi hit count 
appeanance--t entenced to one month in the Houi>e o^ CoAAection. 
Talked with hit panentt at well at peAtonnel in Company A 

and it wot decided that the client would Aemain with 
the company. 
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[d] 1 ms ablz to ilnd a job that I {^eZt Mas soUXabtz i^on. 
kirn. I did this because he lacked confidence in 
himself. The client Monked out fine on the job and began 
feeling that he Mas MoAth something. 

(e) Client needed a job that Mould pay Mell and she could 
be home Mith the smaZleA cJhildxen. Client Mas 
inteAviewed and hiAed as a MOAd cleAk and MoA.ked in 
evenings . 

If] I MoA.ked Mith some of the job developers in ofider. to 
fieMin a job for. him after, the sixty- day jail sentence 
Mas served. When he came out, he Mas slotted the next 
day after the time served at $2.59/houA. 
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1.1 PLACE NOW- 

When an enrollee needed or wanted a job, and had other 
problems such as those described in the examples, the first 
objective was getting the enrollee placed. Sometimes the 
placement was one that fit the enrol lee's bill so that the 
other things were no longer problems. Sometimes the place- 
ment simply eliminated the other problems altogether 
(financial problems, potential parole violations, family 
problems solved when the enrollee could bring home some 
money or had enough to support himself outside the family). 

In these cases, follow-up checking to find out if the other 
problems were taken care of may be all the coach needed to do. 
And wish that most enrollees were that easy to help. 

1.2 CURE LATER- 

But in some cases, the other factors continued to be 
problems that either got worse or prevented the enrollee 
from keeping his job. For these enrollees, getting placed 
was only the first step in getting the pressure off and 
developing reasons to trust the employment worker and the 
agency. It cannot be the last step if the enrollee is to 
avoid another failure. 

Therefore, employment workers need to divide their time. 
Even though there are always new enrollees who need a first 
placement, there are those already placed who need continued 
attention if they are not to become enrollees again. When 
someone becomes an enrollee again, he is often more difficult 
to help because of the increased burden of failure. He has a 
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more cynical outlook, and less hope or feeling about keeping 
a job. In that case, not providing follow-up to an enrollee 
who was placed, but whose problems continue, is as much a waste 
as providing follow-up to enrolleas who don't need it (because 
their problems have been solved). 
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[ STRATEGY ^2: GET THE ENROLLEE TO ACCEPT AN AVAILABLE OPENING ~] 

The second most frequent kind of staff activity in 
trying to get an enrollee placed was to get the enrollee or 
client to change his requirements for a placement. This was 
so that he would accept what was available. This usually was 
done by talking with the enrollee, describing an available 
opening and emphasizing its advantages. EXAMPL^: 

(a) I ipokz mJth koA and explcUmd to keti that It might be 

ha/id getting a. ^actoA.y job be.cau6e. o^ heA tvetght and tack 
0|5 e.xpeAte.nce. • I had a Matd SupeAvt&oA po6xtton ope.n. 
and the.y toe^e a high ioppont company (had agreed to 
make special arrangements to hire and retain disadvantaged 
workers) . She 6hou)cd inteA.z6t and tt tooA tvxcc a^ much ^ 
money ai ihc had zveA coAned. She accepted and ti nou) >cn 
tAotntng ^oA the ^upeAvtioA position. 

ib) HouoeveA, they had an opening ^oa Janttofi and I had a 
client that needed a job but didn't ufa/t to lOOAk as a 
janitoA, but loouid accept it. This ctient loas gx-ven 
the job opening. 

(c) He stated emphatically that he loanted Aome kind o^ 
tAoining. A^teA exhausting the di^i{^ent tAoxna^ 
pAogAom& available to this oAganizatcon, it loas decLaea 
by myseli that this young man needed a job because I 
{^elt that a tAoining pAogAam 0|J moAe than a fiew 
ioould only boAe him. Company A was contacted. . .The 
client (joas hiAed and accoAding to peASonnel he has 
pAoven to be a Aesponsible looAkeA. 
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Id) The. 6tlpulaX^on uoa^ that hz cut hli kaln. dom 6omz it 
uoou> about itvz ofi 6ix inches all oAound, Hz didn't mnt 
to ai> hz couldn't 6zz lohat thz Izngth hli halA. had to 
do lolth anything. I told kin ^o ft thz kind oi monzy hz 
(joould bz making It should bz lOOAth It to cut hii 
dom 6omz, plu6 hz muld bz loo^ng oAound {tood and thz 
cuitomzu (oould pfiobably bzz^. Long haii and iood don't 
6zm to go togetheA. Hz cut It dom, got thz job, and ii 
doing 6ioell at thl6 timz and can noto apfAzclatz my wo/iOA 
to him. Thz hail gfizjo back and hz kzzp4> It at a AZipzctablz 
Izngth. 

[d] CUznt took thz UondeAllc Tzdt and madz only 2 on thz tzit. 
A^te/i InteAvlewlng cllznt I Azallzzd that hz could havz 
donz bzttcA on thz tz6t. OJhat tAompiizd u)a& that hz 
loantzd to go ^om pA.og/iam to p^cogAom cAzatlng thz iM^zi>6lon 
that hz W 06 mentally fieta/idzd. CUznt latzn. admitted that 
hz 1006 not AetoAdzd. (This seems to be what happened: 
coach confronted client by telling him he was brighter 
than he showed, told him he was "on" to the client's case, 
and that he couldn't hop from program to program anymore 
because he wouldn't get any more MDTA stipends for a long 
time, and then told the advantages of the job the coach 
could refer him to). Ctiznt did exczptionally u)M. 

Client U novo voofdiing In a machine 6hop learning how to 
fizad bluzpAlnti and opznatz vaAtoui machlnzi. 
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2.1 REPLACING A CLIENT IN FOLLOW-UP 

When Strategy #1 is used, the enrollee is placed on a 
job that fits his bill, and other problems are taken care of, 
the coach can do minimum follow-up. But if he uses Strategy #2, 
there is another question about how much follow-up to do. 
Sometimes an enrollee gets into a job that was not quite what 
he wanted. But once he gets into it and gets to like it, he 
begins to feel it has more advantages than he thought at first. 
This is more likely to happen after some time on the job, 
rather than right away. The advantages may not show up to the 
enrollee until after the tense and confusing first few weeks. 
When that happens, the enrollee doesn't need further close 
follow-up. 

However, it may be hard for the coach to find out if the 
enrollee has come to like the job. Enrollees do not always 
tell employment workers how they feel about a job if they 
don't know or don't like what the worker might do. Enrollees 
are more likely to say they like the job when they really 
don't, rather than say they don't like it when they really do. 

The worker who uses Strategy #2 would be safest to assume 
the enrollee wants a job more like the kind he originally wanted. 
If the agency finds him such a job, but the enrollee is satis- 
fied with the one he is on, he will refuse to quit and there is 
no haim done. In other words, the agency should keep on looking 
for the kind of job the enrollee originally wanted, and be 
willing to contact him and refer him to it when he does find one. 
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Doing this has several advantages: 

(1) It gets the enrollee a job he is more likely to stay on. 

(2) It increases confidence in the employment worker and 

the agency. . .. 

(3) Since it is easier to place someone who is currently 
employed, the worker is more likely to make a successful 
placement with a fussy employer if he refers an already 
placed enrollee rather than a new one. 

(4) The agency will be able to set up an entry job for a new 
enrollee (provided the employer does not get upset at 
the loss of the employee). 

(5) If the enrollee has real proof that the agency makes 
good on its promises, it is easier to get him to accept 
a job that is different from what he originally wanted. 



When a coach contacts a worker during follow-up to see 
if he wants to switch to a job like what he originally wanted, 
he should make sure the enrollee doesn't guit his current job 
until the new employer has really hired him. He should also 
not endanger his current job by taking off during work hours 
to go to a job interview. He can call in sick in order to 
find time to apply for the better job. And if he does get a 
better job, he might stay on the first job for a while, until 
he is sure he likes the new job and can make it there. One 
way to do this is to take whatever vacation or sick time he 
has coming and use that time to start work on the new job. But 
the coach should also make sure that when that time is used up, 
the enrollee notifies the former employer that he won't return. 



prejudiced against the disadvantaged and other referrals from 



If he just doesn't show up, the employer may become more 
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the agency. Best of all would be for the enrollee to stay 
on for a few days to coach a new referral from the agency into 
the job he is leaving; some employers will be less upset, more 
understanding of the situation, and more willing to accept 

another referral from the agency. 

Once the enrollee has been offered a better job, and likes 
it enough to accept it, he should give his current employer 
the opportunity to match the offer by a raise or promotion. 

The enrollee might decide that he'd be better off getting a 
raise and staying with a familiar employer. The employer 
might figure that it is cheaper to give the raise than to 
recruit, hire and train a replacement. 

2 . 2 KEEPING TABS ON PLACED ENROLLEES 

When an employment worker makes placements that require 
this kind of careful and extensive follow-up, he has to keep 
some kind of record so that he doesn't forget about an enrollee. 
It can be very damaging to the worker and the agency's reputa- 
tion in the community if he doesn't even try to do the follow-up 
things he promised. And it is easy for successfully placed 
enrol lees to be forgotten when the worker is very busy or 
has not had time to go through all his records to see if 
anything was left hanging. The worker could mark a future 
date on his calendar so that he is reminded that he has some 
unfinished business to take care of. 
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I S T RA T EGY #3: PREPARE T HE ENROLLEL SO THAT HE LOOKS GOOD TO IHE EMPLUYbK J 

Coaches used this strategy as often as they did #2, 
although not necessarily with the same enrol lees. In this 
strategy, if the coach thought a potential employer was not 
likely to accept the enrol lee as he was, he prepared the 
enrol lee so that he came on well. EXAMPLES, : 



(a) Knowing my cU^nt voouZd fae acAeened veAy cloieZy by 

boa/id, I p^tpctAzd hurt. I made hMn aitioAe. oi 
Mhat to look out ioA {/ohUt being que&tioned and the 
kind oq dii>po6ltlon he should dUplay to InteAvleweA. 

Ctient u)cu> accepted Into the t/ialning p^og^. 

(b) I exp^o^ed to client ukat time he to Aepont to 
u) 0 Ak and lohat tune I expected him to meet me to accompany 
him to the Job InteAvleio. I loalted on thlA client ioK 
thAee houAi and he did not 6hou) up. The. outcome loai 
that I telephoned the contact peuon In the company and 
6et up another appointment. I did not (oalt thli time ^oA 
the client to come Into the centeA. I picked the clcent 
up at home, and it Ac&ulted In the client being employed 
In the company. 

(c) The client woa InteAcited In clerical MOAk. She 
InteAvlewed at this poAtlculoA company and Moi Jyt.ed 
tAe 6ome day. Be^oAe the InteAvlao I dAllled the client 
vcith cleAical aptitude tc6t6 and gave hcA a ^ew Upi on 
cleAlcal pfLOceduAe and 6hoat-cuti In typing . Client 
paeiently employed at thl& company ( 10 months employed) . 

She hoA Aecelved thAee aoIsu 6lnce employment and lieA 
employeA l6 ve/iy pleaded volth heA and hzA ux>Ak peA^oAmance, 
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[d] Thz coack uuMi thz keZp o^i th?, cjtiznt. cAzatzd a 

mA.il khitoKy.* The cUent had not held a job In the lo6t 
15 yea/u. The coach had 6eZected a bank to A.e^eA. client 
to. Bank inteAvieufeu need and u)cmt only to 6 ee individual' 6 
PeMonat Jn^omation iile. Not .too much checking iA done 
on PI ^ile6. Clients being con&idcAed {^ok job6 must show 
fiecent voonk history on PJ ^ile oa no comideAation is given. 
Client loas matuAe in yeans and the position available 
needed a matuAe pens on. This client oias placed in a 
decision-making position o^ deciding u)hetJheA to discand 
old money oa continue to ciAculate it. Client can ivonk 
as much oventime as possible; this she takes advantage 

oj. 

(e) These two clients iveAe Aeleased ^Aom prison to the VAug 
Abuse PAogAom and voene given to this coach to job develop 
^oA them. The two clients loeAe taken to a job Ae^eAAal. 

The histoAy o^ these tivo clients, having a dnug abuse 
AecoAd, (oas not given to the employeA. The employeA 
mold not have consideAed hiAing these cltents i^ tfus 
knoisledge voeAe knom. Clients wene hiAed by the comptyiy. 
Because o^ theiA dnug abuse his tony they toe/ie to continue, 
taking shots daily. TheiA quitting time u)os a hal^ houA 
begone shots loene to be given. The clients did not mnk 
too (Jo/i ^nom the univeASity (where the shots v^ere being 
given) and they had no pnoblem continuing shots. The 
Aepont ^Aom the employeA states that the clients 'oeAe 
good em^oyees. 



•Falsification Is contrary to the policy of the U.S. Department of Labor. This 
strateqy can therefore not be used in publicly sponsored programs. 
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COMMENTS: 1 3.1 SUGGESTIONS VERSUS PRACTICE 

In Strategy #3, the enrollee is prepared so that he 
looks as good as possible to a potential employer. In many 
cases » this preparation is done by giving the enrollee hints 
or suggestions on how to act in the interview, or giving him 
instruction on how to fill out an application or take an 
employment test. Many enrol lees can take suggestions, but 
there are many who blow their cool. When actually in the 
interview, they get so nervous they clam up and don't follow 
through on the suggestions. Also, some preparation is too 
complicated. For example, instructions do not help very much 
if they do not apply to the particular employer's application 
form or interview style. And they don't help in getting better 
scores on employment tests— especially aptitude, intelligence 
and achievement tests. 

Where instructions are not likely to help— either 
because of the situation or because the enrollee freezes up or 
can't follow them--it is helpful to give him full-scale rehearsals. 
This is so that you can see how he actually perfoms, and then 
coach him about improving his performance. See Role Modeling 
and Role Playing for instructions on how to do this. 

It takes a great amount of practice to increase scores 
on most employment tests. Sometimes an enrollee gets low 
scores on a test because he isn't familiar with tests like it, 
and/or because he is nervous. Some practice helps with this 
kinds of problem, especially if the practice is on the same 
or similar tests to those the employer uses. But enrol lees 
who don't knowlnattror^who have poor English are not likely to 
be helped much by anything less than a great deal of extended 
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practice. Just a few hours of practice will only make the 
enrollee more nervous about his failure, more frustrated and 
more bored by the program. 

Practice and rehearsal take time and test practice takes 
a great deal of it. The agency may decide that the time is 
worth it because it increases the enrol lee's own ability to 
take care of himself. He will then be less dependent on the 
agency in future job-hunting. But there are some circumstances 
in which the agency does not have the time. EXAMPLES : 

(a) The enrollee is in a rush to get a job, and can't 
afford the time. 

(b) The enrollee thinks that the practice is a put-off, 
even after you have tried to show him that there 
are some better ways to do things. 

(c) The practice would simply take more time than it 
would be worth. Too little practice would be like 
none at all. 

If the team has decided that one of these is the case, the 
worker can switch to other strategies, such as the following: 

(a) Intervene directly with the employer so that the 
enrollee does not have to sell himself. 

(b) Try to get the employer to use the agency's test 
results instead of using his own. Then give the 
enrollee specific practice on the agency's test 
before he takes it "for keeps." When he takes it 
for keeps be sure that the atmosphere is secure, 
comfortable and relaxed. 

(c) Try to get the employer to use a work try-out 
instead of a test or interview. 

(d) Refer the enrollee to a different employe • who does 
not make demands that the enrollee cannot meet without 
a lot of preparation . 
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3.2 SHOULD THE TRUTH BE TOLD TO AN EMPLOYER? 

Some of the strategies described in the examples 
involved falsifying job histories or not telling the truth to 
a potential employer about an enrollee's drug problem or 
police record. In other examples, the agency used exactly the 
opposite strategy: the whole story was told in an effort to 

get sympathetic but realistic interest. Both strategies have 
their advantages and risks, as far as this objective getting 
the client placed--is concerned. The objective would be 
defeated in cases where an employer who knew the full story 
would refuse to consider the enrollee. On the other side, if 
the employer remains ignorant of the risks he is taking for his 
organization and eventually learns the truth, his understanding 
of the problems of the disadvantaged will be kept low and his 
trust in the agency damaged. However, if the enrollee has 
worked out well on the job learning the truth is not such a 
disaster. Nevertheless, actual falsification of reports to 
employers is contrary to public policy. The following discussion 
is intended to present the reality complications which would be 
entailed, if there were no moral or ethical considerations 
involved. Adherence to the ethical principle of truthfulness 
enables the worker to avoid such complications. However, 
ethical considerations also imply that the agency may not give 
personal or background information that it might have about an 
enrollee to others— including employers— wi thout the enrollee's 
permission. There may be grounds for legal action against an 
agency or worker who gives confidential information to un- 
authorized persons, and if the information can be proved to be 
damaging to the enrollee, there could be a damage suit. 
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Some employers will continue to be angry at the agency 
for not telling the truth, but others can be convinced that 
the drug problem or arrest record wasn't important. When that 
happens, the employment worker has a good chance of getting 
the employer to change his hiring policies in general. He 
will be more willing to accept other referrals with records 
and it won't be necessary to keep the truth from him. 

(A) COMPARING THE RISKS 



How does the agency compare the risks of telling versus 
not telling the truth? One factor has to do with how 
well the agency knows the employer. If the employer 
doesn't usually check the accuracy of the information on 
the employment application, the coach and client may be 
able to get away with it, provided the client can be 
trusted not to do anything that would let the truth out. 
Another factor has to do with the agency's guess about 
how a particular employer would act if he did learn the 
truth. Both of these considerations require extensive 
knowledge of the particular employer. 

Second best would be knowledge of the usual practices of 
employers in that industry. For example, there are 
certain legal rules governing banks that make them treat 
applicants with police records differently from the way a 
machine shop might handle it. If a worker is to obtain 
this kind of knowledge about an employer, he needs two 
things: (1) time to get out into the conmunity, visit the 
employer, talk to people wno know the employer and collect 
information; and (2) a lot of contact with others in the 
agency so that he knows who else in the agency had experience 
with that employer, and what that experience was. 

(B) THE TEAM HAS TO DECIDE 



As with decisions about whether to refer an enrollee who 
may not r-eally want a job, a decision on the risks involved 
in telling or not telling a potential employer about an 
enrollee needs to be a team decision. There are others in 
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the agency whose work might be hurt by a wrong decision 
(for example, the employer relations ^presentative, or 
the job developer). They need to be involved in the 
decisions, so that they will support it and help take the 
stGps riGGdGd to roducG the risks gs much 8S possiblG.^ 

The most important person to be included in the decision 
is the enrollee, because he is the one who takes the 
greatest risk: he has the most to win or lose. 

(C) AVOIDING THE PROBLEM 

In some cases, there is a way around the whole issue. 

Some records can be expunged (erased) legally, and some 
records, such as juvenile arrests, do not legally have to 
be reported in some states. The worker will have to know 
the legal rights of his clients according to the law in 
his state, and the possibilities for getting a record 
expunged or set aside, how to do it, now to get an 
enrol Tee's driver's license back, etc. Of course, an 
employment worker can't know everything about the law, so 
it would be very helpful if the agency had a lawyer 
avai 1 able. 

Still another alternative is to refer the enrollee to 
a less fussy employer. Once the enrollee has worked out 
well there, it is easier to upgrade him to a better job 
with an employer who otherwise gets nervous about police 

records 
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STRATEGY #4: INTERVZNE WITH THE EMPLOYER SO THAT HE WILL ACCEPT THE ENROLLEE I 

Less often than the other strategies described, coaches 
contacted the hiring authority in the company directly, in 
order to get the company to change its usual policy at least 
for a particular enrol lee . The coach did this when he thought 
that the company was not likely to accept the enrollee as he 
was, and when for one reason or another he didn't think it would 
be reasonable or effective to try to prepare the enrollee to 
fit the company or the requirements of the jobs available. 
EXAMPLES: 



[a] . . .and ojt. tincA iccuZd take, to the botttc, but she loa^ 

not an alcoholic. It w-'os my intention to send tkii young 
tady to Company E and I dibcuiied tki^ loitli a co-ivonkeA 
icko loas vexy negative, about the idea, wai.niij because bhe 
didn't want to take a chance with thi^ Cadij idic might 
upset the apple cart at tivib company. J coiled Company E 
and was quite iiOKCybt with peabonnel. However, they weae 
veay ■reluctant ab^-ut hiring thii young lady. A^ter 
talking with peyUonnel f^or neoAly an hour., and strasing 
ou/L high suppor,t concept and idiot it means to the client, 
the company agreed to try tJls ctcent out on a trial basis 
^or a f^eio weeks. The diene was hired and has very ^ew 
problems She has received a promotion a{^ter ^our months. 

ib) Company A was contacted and the gentleman in personnel was 
given the f^ull scoop rejarding this particular client. 

The client lOOA hired and according to personnel he has 
proven to be a respon^sible worker. Regarding his emotional 
problem, I told him when his moments o{^ anxiety overcome 
him, to call and talk to me or someone on my team. Thus 
^ar seven metnhs] this has joroven to be quite 

s access f^ul. 
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(c) 



Hi6 phu6icajt cxaninaCion at tfic cmpany indicated ctcmt 
had Auga.1 in hi6 (trine. The client got upiet sayeng ti^ 
Moi not true. Wc had ou\ doctor run the test oven on the 
client and results loere negative. The client (cent back 
to the company uiith the result, but had the (C^ng res 
The cJU ent created a disturbance. I called the comjMny 
f,or a disposition on the client. They (cculd have Haac 
kin had he not created such a disturbance. I told the 
company I (could deliver the correct tabofiatory re^uU efi 
the client (could be reconsidered. I told the client w 
coot it, that I (Could get him hired. The clcent icas lured 



and is still (co^dung. 
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i COmHEwTsTI 4.1 USING HONESTY 

Many coaches report that using honesty with the hiring 
authority is successful, especially if the employer realizes 
that many whom he might hir^ off the street have the same 
problems as the enrol lee being referred (except that the off- 
street hires don't t:ell him about it). Many employers expect 
applicants referred from agencies that serve the disadvantaged 
to have problems, and if they don't hear about the problems, 
they get suspicious of the agency and imagine that the problems 
are worse than they are. If the employer has heard about "the 
disadvantaged" and about all "their" problems, and if he knows 
that your agency deals with such people, it might be better 
to use honesty as the approach. 

4.2 OFFER AN INDUCEMENT 

Talking the employer into a decision different from what 
he might otherwise make is sometimes easier if the agency can 
offer some inducement. Follow-up coaching is one such induce- 
ment that some employers like, but the’^ are also some who don't 
want follow-up and would see it as interfering with their affairs. 
Telling the employer about other companies like his own with 
whom you have placed enrol lees can also help if the other 
companies aren't much bigger than his. Otherwise, the employer 
ca?i say he can't afford to do the kinds of things that the big 
ones do. It would be best to mention a company in the same 
general class as his, and to put him in contact with the 
personnel man there so he can learn about their experience 
(if it was a good one) . 
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4.3 WORK TRY-OUT 

In companies whose union rules permit, tlie worker can 
ask for a work try-out of the enrollee. But oe sure that the 
try-out is long enough so that the onrollee can get over his 
initial tension and confusion to do his best work. There is no 
point in asking for a work try-out in a company where union 
rules and insurance requirements don't permit anyone to work 
who is not a regular employee. But the worker can ask the 
employer for his ideas about how the enrollee who can t take 
tests or interviews can show the enployer that he can do the 
work. 

4.4 KNOW THE EMPLOYER 

There are great differences among employers in how far 
they will go, which direction they will go in and which they 
won't, and what it takes to get them to make an exception for 
your enrollee. There is no substitute for knowing the employer, 
his practices, what he has done in similar cases and what his 
current situation is. Before intervening with m employer, 
the worker should get in touch with others in tlie agency who 
might have dealt with that employer before. Or else he should 
try to reach enrol lees who have already been placed there, for 
a clearer picture and strategy suggestions. 
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I strategy »5: GET BOTH ENROLLFE AND CQW .Y TU~ HAI^CHANGES FOR EACH OTHER ) 

Once in a while coaches used a combination of both 
changing the enrollee and interven-i ng witn the employer. In 
this strategy, the coach coriv’nccd the enrollee to change by 
saying the co'^nany wr,'jl d jiv' hi-- a oreak ■* f he did. Then the 
worker used the sa"^e hi'-ing authority in 

the company--that i f i t would jlvf* the enrollee a break, the 
worker would get the enrollee to "leet comoany demands. 

EXAMPLES: 



(a) In */nhi <ectdcrt r. cCunt ■ph j vv‘e bad police. 

"ccr'id, uy tr, fkticr crev'c*<cni . He (Ott5 tiled geeng to 
jlvU ojid .‘.'■vfe 1 ,7 tfeodu 'ci: but did ect ivant (ic5 

oci'cc lecc’iid cn ■'•t', .‘•.'■.rck bud iuch ui d'uved zebbetuj, 
c-usknul drpe , CiC. ti;. ir,7;; did t:rt iiWlt tc tctl the 
empicijc'i *i-,c *":std' ri' -it lu.t g7,^^ lecczd 
being t.u’ii:ed ■- di ii/,-/ ,i cnjjicc tc n'Cik. Be^oue 

toting the cucr* ^c /cb I ccctactcd the emplouez and 
enf^ctmed b/'/n r< th^ client’ t> cu,t,t voO ce uecozd, and at&c 
the "-M(/ the. cl' erf <.:it obcu* ;:e* eeuiting tc tell koi 
pent and needurg a chuince f ■ nhev'c iumiietf^ as bang ueadu 
tc go ithught Jj'id ■rr-'^e :.c\ u iii'ing. He eig'ieed tc see fny 
client. The rey:t fju.ng 1 did to tuitk tc the ctieni 
and have kir) fed fde e"'picije': about hi.s lecCid ojt the 
d)iut inteivi eic and exp'iet i hi.s teelcngs tc the employeA, 
tc Let kin knev that he had a de.yti'ie to leoak and eoAn an 
honeys t living. He iinaitij ag'iczd that it would be the 
be-Sf thing tc dc , '-.•zthe'i than ao in and iilt out a 
phenea application bu taiung tc lie about his past. The 
rnoji loa^ hiaed. So ifOa sc good. But Wi th tills man, I 
keep a ve’iu ciose \ehticnskip with Inn. Klso the enployeA. 
I'm also keeping mo i,inge.'is c'io-ssed. 
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(fa| The <nteAvieweA xecitty tiked the client and upon comptetxon 
ofi the. inteAviei^ hiAed him. (This was in a company that 
had never used the agency before. The coach had seen a 
"Help Wanted" sign on the door, talked to the manager, 
and then searched his files for a former client whose 
experience was close to what the company said it wanted). 

one day of^ lucife the company coiled and sai.d they 
looutd have to \cleo&e the client because he ^at&i^ied 
hiA application, iaying he had a dfuMeo' h licence and co^d 
dxive. T tuihed over to the company and pleaded uUth them 
not to oelea&e the client, that I Mould have him d^vcng 
in a (occfe. Which I did, and the client 6olvaged the job. 
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I strategy #6: DROPPING THE ENR0LLET~7 



In a few cases, when one or another of these strategies 
didn't work, the coaches sirp’v droroed enrollees they couldn't 
do anything about. SonetJ-e; the coach dropped the enrol Ue 
officially, by trarsferri no to sor^eone else or terminating 
him from the orogram; soretinies the enrrjlee was "dropped" 
when the coach just stonoeri worhino on hi<; case. Sometimes 
this informal dropoing was done by providing a minimis service 
to the enrollee and then letting him sink or swim on his own. 
EXAMPLES: 



(a) 7 tcCd lur that 1 ccud cc^^tj.Kuc tc tcck (for a job) 

lion and << he h'd or;/ picbicr^ tc cdU me at Ivamc or on 
tfic icb. 7 QJCi' luT' tctovhcnc mimbe^ts (home and 

office). The ci<m^ caiUd •^c aT heme at 4 A.M. oj'd that 
ficltc’.cbxu Saturdivj. tycr tj.ik<va tc<th 6ie eluant it io<ts 
ciit that hi ' d^d ret e'ar.t a jcb at ait but oniij 
loanted tc rav (courting). 7 transferred the cLient 

tc another ccach ''''ir a mate. '4y reason for this tooA 
tfiat tf the. cit cut reaitij loanted tx: loork the mate coach 
could provide the '..Tmc service that 7 could [since ice iceAe 
on the sar>e teiOJ'-' , ar.i auc beaiu.se the male ccach could 
handle this petAon bettc.r tiayi 7. The. clceiit called me 
the next ice.eb and 7 ioid him that he had a neic coach that 
Mould be of oiw ser'-rce that the client might need in 
obtaining a job. The noc ccach talked icith the clcent 
and found cat also that the client did not really icant to 
icork. The nciC ccach rofoyrred the client to several 
positions but tho client ncvc.T reported to at'iy. 
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(b) A-^Tc-. taCUng icitli tJil& iertatz client, I f^ound th^t 6 he 
had a vciy negative attitude cdjoat oua agency atrd eu ^ ta.fi ^ 
OA a tcheCe. She ioa& xelucMuU about takeng any job Oxat 
avxA cfificned. I pxcceeded to take hex aito tkii paxtLCulaA 
ccrvpoixij fiCX 0)1 inteAvieiO. ^tex tatktng lotth peA&omcl 
ihc stia had an attitude. In oxdeA to keep tkoi cXj.ent 

keeping otheXA ^xem taking a job loeth tJiU company, 

I talked lelth hex A^glit away about hex Intentions 
completing the (orientation) oyc£c. The outcome uni that 
this client xoas placed at anothex job and was texmenarea 
on the thtxd day o;^ emploi/mcnt because of taxdineySS. 

(c) This client loas nevex xefexAed out. The two week cycle 
loas ovex, and we didn't come up with any job to suit hex. 
She said she would txy to find a job on hex own. She 
loent to Company G and woA hixe.d on hex oum as a taboxex 
at $2. S6/houX. 
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i COrtHtNTsT] 6.1 ENROLLEES CHANGE 

Not every enrollee is going to be placed successfully. 
Socnetin»es it is because the enrollee doesn't want a job; 
soretimes it's because his special needs cannot be fit into 
any job that the agency has available. And so»netimes, it's 
simply because there is no job available. But all of these 
things can change in time. An enrollee who didn't really want 
a job may change his mind, or get into a family situation 
where he needs a reliable income. Problems may have taken 
care of themselves. New or different jobs become availaole. 
Workers often assume that what an enrollee is like when he's 
in the program is what he'll be like in the future or in a 
different situation. That is a wrong assumption. The coach 
should st^y in touch periodically with enrollees he could not 
place. And he should g ve them a chance to show different 
attitudes or feelings. 

6.2 THE LAST RESORT 

If an enrollee is to be dropped, put into "holding" or 
reserved for only occassional attempts to contact him, that 
decision should be a conscious one, instead of just letting 
the enrollee slide gradually out of attention. When it is 
made, there is one more strategy the coach can try: he (or 
the agency) can frankly tell the client that it cannot place 
him now and that while he is waiting he can look for his own 
job. Then the agency can put the enrollee into a job-finding 
program in which he learns how to search and apply for jobs on 
his own. See Job Seeking Skills* for instructions on how to 




♦Minneapolis Rehabilitation Center, 1900 Chicago Avenue, Minneapolis, Minn. 55404 
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conduct such a program effectively. If the agency cannot help 
the enrollee, this program will leave him with something that 
will help him to help himself. 

SUWARY 

Obviously, the best strategy is to try to f^nd a job 
that fits the enrollee's bill. If the agency doesn't have 
access to such jobs, intervening with employers who have the 
right kind of jobs, but who are resistant to hiring the 
enrollee, is a logical next step. If that isn't enough, then 
it may be necessary to prepare the enrollee so that he looks 
good to the employer. Finally, the strategy of trying to get 
the enrollee to accept an available ooening that is different 
.‘‘rom what he wanted can be used. When none of these work, 
the enrollee can be given help in searching and applying for 
jobs on his own. 
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I RESOURCESTI Carrying out these strategies requires that the agency 

worker have certain resources available to him. Some o' these 
strategies require him to know in detail the hiring policies 
and practices of particular employers. He also needs to know 
something about the law and legal rights. He needs free access 
to job orders and to potential employers who may not yet have 
job orders on file. He needs to be able to meet with hiring 
authorities in companies. He needs a great deal of informal 
contact with others in the agency so that joint decision-making 
on the strategies to be used for a particular enrollee can be 
carried out. He needs to keep records that will be useful in 
reminding him to take care of unfinished ousiness. Finally, 
while he needs the time and freedom (and transportation) to 
get out into the field, he also needs to be in the office so 
that enrol lees can tell him their desires for a placement and 
can be prepared for placement. 

Four kinds of resources ere needed in particular: (1) an 

intelligence system regarding employers; (2) access to legal 
expertise; (3) a job search workshop; and (4) an effective 
team structure. 



I RESOURCE #1: AN EMPLOYER iNlEllttiENCE SYSTEM" 

In agencies which regularly place enrollees with a 
specific group of employers, the agency is likely to acquire 
lots of information about the employers' hiring policies. 

This is especially true if each coach regularly has his own 
group of employers with whom he is in more or less continuous 
contact (for example, Jobs-Now). 
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In small conmunities with a limited number of major 
enployers, it helps to give workers opportunities for visiting 
employers in the conmunity, interviewing workers, foremen, 
personnel officials, etc. However, in metropolitan areas where 
major employers are spread over a large area and where there is 
a good deal of inditidual job development, it isn't possible 
for a single local office, or a single team, to know all the 
inforn»ati on it could use. 

It would be possible for some central administrative 
agency in a metropolitan area, such as the CAMPS organization 
or the mayor's manpower commissioner or the area employment 
service organization, to operate an information bank in which 
the names of employment service staff who have had contact 
with any employer in the area are entered and stored. When a 
worker in a local office needs information about a certain 
employer, he could call in for the names of people in the city 
who have had contact with that employer. He could get in 
touch with them and use whatever information they had to guide 
decision-making in the case. In addition, the information 
could be pooled and reviewed peri- .ically. This way the gaps 



could be discovered. 

Individuals could then be designated to collect the kind 
of intelligence that is missing and that would be useful. In 
this context, "intelligence" doesn't mean simply a list of 
what the employer says his wishes and requirements are. The 



most useful information is likely to be the kind that comes 
from informal sources, such as the actual experience of employ- 
ment workers who have had contact with the employer; the 
experience of enrol lees who were placed in the company; and the 
views of the company in the conmunity. 
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RESOURCE #2: ACCESS TO LEGAL EXPERTISE 

Local offices would find it useful to be able to call 
upon a legal expert for information and advice regarding 
enrol lees' rights. In a large metropolitan area, with a 
number of manpower service agencies, some central authority 
could provide services to local units. Most contacts between 
a staff member and legal expert could be by telephone. It 
might not be appropriate or possible to actually give legal 
aid to the enrollee. The main function would be as a resource 
for information which the staff member could use to protect 
his client. This would require in-service training of staff 
so that they could intervene more effectively on the enrol lee's 
behalf when they go to a court hearing, have contact with his 
parole officer or try to get ^ driver's license back. 




-43- 



58 



PROBLEM #1 

Erwottee 
needs a 
placement 



I OBJECTIVE 

Place the 
enrollee 



STRATEGY 
Five kinds 



RESOURCE #3 : 

Job Search 
Workshop 



RESOURCE #3: JOB SEARCH WORKSHOP 

Not every enrollee needs instruction on how to go about 
finding and applying for jobs. Many have done this success- 
fully before and their unemployment isn't because they can't 
find and get jobs. Sometimes it's because they can't keep the 
job, sometimes it's because of general economic conditions, and 
sometimes it's because of other problems that put potential 
employers out of reach--racism among employers, lack of 
transportation, medical problems, etc. 

But when the agency has been unsuccessful in locating a 
job for a particular enrollee, it can hope to stretch its 
success rate by increasing the enrollees' skills in getting 
their own jobs. Unfortunately, much of the advice given to 
enrollees by agency personnel is il 1-infortned , unrealistic, and 
just plain wrong. Further, some enrollees may have a great 
deal of difficulty in using advice--in turning a suggestion 
into an action they can take and feel comfortable with. 

Brief job search workshops, conducted periodically (i.e., 
whenever the agency has 10 or 12 enrollees it can't place and 
who could use such help), such as those developed by the San 
Francisco Adult Opportunity Center, or the Minneapolis Vocational 
Rehabilitation Center,* would be useful. In both of these 
programs, members of the group pool their knowledge and their 
own experience, provide each other with encouragement and 
emotional support, and get involved in actually carrying out 
job search operations. This helps keep the information and 
advice relevant and realistic. 

*Reports of these projects may be obtained from the Division of Utilization, 
Manpower Administration, Washington, D.C. 
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RESOURCE #4: EFFECTIVE TEAM STRUCTURE 



ERIC 



A most crucial resource for employment workers is a team 
structure that makes it easy and rewarding to exchange informa- 
tion and share in the decision-making process. This is particu- 
larly important in cases of dispute. There are many times when 
a strategy which works toward an objective held by a coach 
may interfere with an objective held by the job developer (for 
example, to retain the confidence of an employer) or by an 
administrator (for example, to serve more enrol lees, or preserve 
the agency's image with influential people). There are bound 
to be trade-offs and compromises in individual cases. Since 
each case is different, rules cannot be written to cover all 
the possibilities; there would be so many rules that each 



one would hardly be used. 

For example, the choice of strategy depends on considera- 
tion of how much an employer can be convinced to change his 
usual practices, what the nature of the available job orders are, 
etc. It is essential that the decision-making process doesn't 
make the enrollee a pawn in power struggles among team members. 



Decisions should be made cooperatively, so that all members 
of the team who are affected will understand the relationship 
of their part to the other parts. This means that decisions 
have to be made on the basis of the particular situation, 
rather than on the basis of the rank or status of the people 
advocating one side or another. In other words, effective 
service to enrol lees requires equality of power in the team, 
and frequent exchanges of views about particular enrol lees. 
When the decision about a case is more difficult, these 



contacts have to move from informal discussions around the 
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office toward a full-scale conference. Here, information and 
ideas can be systematically pooled and a decision made by 
consensus . 



^46- W 

o 

ERIC 

hiaifiiifftaiTiaaa 



CHAPTER 2 

ENROLLEE REJECTS THE JOB REFERRAL 



I PROBLEM #2:! The enroll ee has turned up his nose at a job referral 

which the team had thought was a good one. 

' EXAMPLES 



} OBJECTIVESTI Although the overall objective is to get the enrol lee 

a job, Objective A is to try to get the enrol lee to keep 
the first referral. Objective B is to try to find a 
different placement to fit the enrol lee's bill more 
closely. 

EVALUATING THE OBJECTIVES 50 

REDUCING THE RISKS 61 



STRATEGY :! Four strategies were used by coaches to achieve the 
above objectives. 

1. ONE-TO-ONE COUNSELING 62 

2. PERSUASION 67 

3. PROVE SINCERITY AND COMMITMENT 73 

4. CHANGE THE REFERRAL 75 



RESOURCES;! Five kinds of resources are discussed in relation to 
this problem. 

1. FEEDBACK, SUPERVISION AND APPROPRIATE 

EVALUATION 82 

2. ORGANIZATIONAL CONCENSUS 84 

3. ACCESS TO JOB ORDERS 85 

4. GRIEVANCE MACHINERY FOR ENROLLEES 87 

5. THE STATUS OF MINORITIES AND COACHES 

WITHIN THE AGENCY 89 
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1 PROBLEM #2: 



The enrol lee has turned up his nose at a job referral, which 
the team had thought was a good one, or at least the most 
appropriate of the jobs available, considering the enrol lee s 
qualifications. EXAMPLES : 



[a] T'ivU young man woi unhappy Mitk tkd ptacejmnt. He coo6 

to S tzdi ion. tkd MA pnxjgn.am. He wo6 

dAj>i>atyii>iizd Mtth th<L pay. 

[b] A imalo. oJiLQ.Yvt wo6 iyit2Avim2.d and I iolt meX. all 
th<L quoLLiicaXtoyib ion. a clwitat opQ.YU.ng o.xcQ.pt t^at 

•iho. LV 06 QxtnojriQyty 6hy. Sko. had not panXi(^putQ.d tn gnoup 
dcic.u6iton6 and had mado. no intancl^ at Job^-Noiv. In 
tho. tntonvtow iho. Q.xpnQ^6Q,d an tnahttlty to aorniuYU-cato. 
u'.tth othon po-oplo., Q^po-cXaZly now acquatntancoA, and 
ironed now ^ttuattoYi^ . Sho. bntgktQ.nQ.d up ko-OAting about 
tho. job. It W 04 Monking cu> a itguno. eZonk and iho. 

Q.njoyo.d math. An appotYitmo.nt mado. ion hoA and I toZd 
hoA. I uoould go with hon. on tho. tYitoAvtow tho. iotZoLotYig 
mOYiAAng. Sho. dtd not ihou) up untxZ that aitonnoon and 
iatd ihQ. (ihangQ.d hoA. mtnd about tho. job and iho. MouZd ttko. 
a iactony 6tnc.Q. hoA. mothoA wonko.d o6 an a66QjmbtQn. Sho. 
iolt 6ho. u)o6 not good o.nough to Monk tn an oHico. and 
though o\) QAquaJU.it Q.a ion iactony Monk, tt Mai> a mono. 
tomiontablQ. iotUng bQ.aau6Q he.n mothoA told hoA 4o/ 

(c) TklA panttcutan cLio.nt nQ.iu!>Qd all ktnds oi omploymo-Yit. 

I Mould toko, htm on an tyitoAvtoM and ho. Mould tunn o.vQAy- 
thtng down. On ho. Mould ac.c.o.pt a job but Mould YWt toko, 
tho. phyUtaZ. 

(d) I W 06 tnying to plac. 0 . a diiQ.it 17 yo.aAA oi ago. Mho needed 
omploymQ’At badly to hoZp Mitk iamlZy bttU. 17 yo.aA-oldA 
ano. zxtAQjnoZy dtHtcult to placo. tn <uirploymQ.nt at a do.co.Yt 
Mogo., TontuyiatoZy I had iound a po^ttAon tn a iupoAmankot 
at $2.S0/houA and I Mo6 6uAo. ho. Mould be voAy happy to 
mcotvQ thZf) chance, to Monk. When I coninontod htm Mtth 
the. job oiioA, ho. to my ^unpfuAe. tunno.d tt down. 
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(e) I ha.d to piacz a cticnt into emptoytmnt on a 6aloA.y that 
dUlihzd uohidi w)o6 $1.70 poA houA. Tkz Aza^on {, 0 A 
tkU tvoi becauAe that ia)cl& thz only avouLiablo, position A he 
quaZAiizd ^oA and A^e Mai> in bad mzd oi a job bdtauAd 
h. 2 A. homo, had bc.£.n bofnbzd do^tAoyinQ zozAythinQ thzy had, 
and kiMing tkAzz childAzn. 
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EVALUATING THE OBJECTIVE 



Although two objectives can be stated, the overall 
objective was to get the enrollee a job. Objective A, the 
most common, was to try to get the enrollee to keep his first 
referral. But sometimes the coach found it necessary to use 
Objective B, which was to find a different placement that 
fit the enrollee's bill more closely. 



Perhaps the agency should not try to make enrol lees take 
jobs they don't want (especially when the job is low paying and 
uninteresting). On the other hand, the enrol lees come to the 
agency for jobs and these are the jobs most often available. 

So the agency has to decide whether Objective A or Objective B 
is more consistent with the enrollee's objectives. The worker 
can talk to the enrollee to find out his reasons for turning 
down a referral. This can help in making a decision about which 
objective is more' appropriate. 

REASONS FOR REFUSING A REFERRAL 

There can be two kinds of reasons for turning down a job 
referral. One can be called economi c and depends on the number 
of benefits to be gained from a particular job. The enrollee 
may decide the job isn't worth his labor because of the pay 
and working conditions or because he doesn't like the kind of 
work involved. 
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The Other reason can be called psychologi cal . That is, 
the enrollee may have many feelings that get involved in a job 
choice. For example, the young woman who wanted to reject a 
figure clerk job in favor of working in a factory may have been 
responding to a huge swamp of complicated pressures. She may 
have been anxious about being where she felt she didn't belong 
(that is, fear of being an "uppity nigger"). She may have 
feared she didn't have the ability to do the work. Or her 
mother might have influenced her decision for several reasons. 

She might have wanted tc protect her daughter from disappoint- 
ment and hurt by encouraging her to take a factory job where 
she wouldn't risk failure and racism. At the same time, she 
might also have resented or envied her daughter's chance to do 
more high class (white-collar) work than she does, challenging 
her prestige and power in the family. Her mother might also 
have been afraid that she would lose the enrollee's affection 
if the enrollee began to move around in the white-collar world. 

SOME REASONS ARE GIVEN MORE CONSIDERATION THAN OTHERS 

Both the economic and psychological reasons are usually 

present when an enrollee decides about a job, although how 

important each is varies from one enrollee to another. However, 

manpower agency workers usually do not consider the psychological 

factors to be as important as the economic ones. 

This happens for many reasons: 

-the psychological factors are personal and emotional, 
so enrol lees don't talk about them as easily as they 
talk about the economic ones. 
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-The agency "atmosphere" makes it seem more legitimate, 
mature or "objective" to decide to take or reject a 
job for economic reasons rather than psychological ones. 

-It takes a fair amount of prying and sensitivity to 
bring out the psychological feelings involved; 
manpower agency workers are not always equipped to do 
this, do not have the time, and often do not like to 
get too personal with enrol lees. 

Nevertheless, the enrollee 's personal feelings and relation- 
shi ps--whether with his family or friends--! nfluence his decisions. 
So will the image of the job, its "status," the dangers of 
failure if it is challenging, the lack of self-fulfillment if 
it is not, the exposure to racism, and the anxiety of learning 
the ropes in a new work place, the loss of freedom to control 
one's time, etc. 

But most agencies and enrollees try to act as if accepting 
a job referral was strictly an economic decision, even in Jobs-Now 
where sensitivity training and discussions of feelings were 
stressed. 

HOW MANPOWER AGENCIES DECIDE WHAT THE "REAL" REASONS ARE 

A major problem in evaluating the objective is to figure 
out whether the referral is rejected for economic or psychological 
reasons. Since the economic reasons seem more "legitimate," 
enrollees usually justify their rejection on the grounds of pay, 
working conditions or job interest, even when the psychological 
factors are more important. 
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Of course, the atmosphere in the agency that makes the 
economic factors seem more legitimate does not stop enrollees 
from having personal reactions to the job referrals, or from 
acting on the basis of their feelings. Despite this atmosphere, 
they will still reject job referrals (sometimes, as in one of 
the examples, by simply not showing up for the job interview) 
for personal or psychological reasons. The main effect of 
this atmosphere is to prevent the enrollees from saying 
honestly what is on their minds. In other words, the atmosphere 
makes it more difficult for employment workers to do their job. 

Coaching is even more difficult when enrollees do not 
want the agency to get into personal affairs. Many feel it is 
none of the agency's business, and they are offended by the 
implication that they can't take care of their own minds and 
their family and friendship relations by themselves. Because 
they want the agency to get them a good job, they may not 
directly tell the worker to stick his nose out of their affairs, 
so they may simply play dumb or be "non-verbal" or put the 
worker off the track by giving him a minor or even a fake 
emotional issue to deal with, to give the impression of 
cooperating. When enrollees run these games, it means they 
feel gama-playing is necessary to achieve their own objectives 
as customers of the agency. 

Experience and research suggest that manpower agencies make 
decisions according to the following pattern: 



-If the enrol lee's economic objections are reasonable, and 
if the agency has access to job orders that both come 
closer to the enrollee's wishes and also seem reasonable. 



- 53 - 



R8 



OBJECTIVE: 



PROBLEM #2 I .• 

Enrollee 
re j eat 8 job 
referral 



A: aonvinoe enrollee 
to take firat 
referral 

B: find another 
placement 



strategy 



R^SOURC^S 1 



EVALUATING THE OBJECTIVE 




then the agency accepts the referral rejection and 
switches to an objective of getting him a different 
one. 

-But if the enrol lee's objections do not seem reasonable 
or he rejects the 2nd and 3rd referrals, then the agency 
assumes there are psychological reasons for the rejection. 

Once the agency suspects that psychological hangups are behind 
the enrol lee's rejection of the referral, the enrollee is 
usually given intensive counseling with the coach or a counselor. 
The objective of counseling is to work through the hangups so the 
enrollee will accept the referral. In other words, the agency 
keeps its original objective of getting the enrollee to accept 
the referral and the psychological factors are usually not 
considered a "legitimate" basis for rejection. The agency 
tries to change the enrol lee's feelings rather than change the 
referral . 



COUNSELING TO MAINTAIN THE SYSTEM 

A major problem is how it is decided whether an enrol lee's 
objections are reasonable or whether his job requirements are 
appropriate. This is where many prejudices and biases about 
"appropriate" work can influence what the agency does. 

For example, a young woman who told one manpower agency 
that she wanted to work on an automobile assembly-line was 
immediately referred to counseling because her preference was 
"inappropriate," (even though sex discrimination is illegal', 
there is no reason why some kinds of work cannot be done by 
women and the woman seemed strong enough for the job). The 
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agency made its decision on the basis of social stereotypes 
(which operate against women and minorities) even though it 
had available -^:lots at the auto plant. 

In thot case, the function of counseling was to try to 
make the enrollee confonn to the social stereotype. That is, 
counseling served as a buffer between the enrol lee's desires 
and the refusal of the agency to accept or respond to her 
desires. Counseling protected the status quo by defining the 
problem as a psychological one in the enrollee rather than in 
the agency which had stereotyped ideas about the kinds of service 
it was willing to provide. When counseling is used this way, 
it is called "mystification" of the client. 

THE EFFECT OF COACHES' STATUS ON "PSYCHOLOGIZING" THE CLIENT 

It is easy to protect the agency by defining the problem 
as psychological. It puts the burden back on the enrollee and 
allows the agency to believe that its objectives are better 
for the enrollee than his or her own objectives. This is the 
same process that keeps blacks in menial and low-status jobs 
when the agency concludes that a black enrollee' s aspirations 
are "inappropriate." 

Many coaches suspect that their agencies maintain cultural 
stereotypes (here racist ones) even if it isn't intended. 

Because of this, they have conflicts and tensions about working 
In these agencies. When minority coaches are blamed for "over- 
identifying" with enrol lees, it is often precisely because they 
believe that the agency's idea of what is an "appropriate" job 
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t'eferral is really a factor that maintains racism in employment. 
The coach's position--at the bottom of the ladder as a black 
or chi cano non-professi ona i -“makes him even more suspicious. 

He believes that the only way the agency can prove that it is 
not racist is to upgrade his job in the hierarchy. This adds 
a social /political dimension to the obvious personal benefits 

the coach would get from upgrading. 

Research indicates that coaches are often asked to "take 
over" enrollees with hangups because professional counselors 
prefer to concentrate on vocational matters. Thus, coaches 
tend to get deeply involved, as part of their job, in situations 
which magnify those conflicts about whether psychologizing the 
enrollee is really a cool-out mechanism (i.e., mystification). 

And because they find themselves dealing with enrollees' 
personal affairs, the coaches feel justified in thinking that 
their positions in the agency should be upgraded to match the 
level of skill and sensitivity required for dealing with 
matters so delicate that even professional counselors don't 

handle them. 

PSYCHOLOGIZING KEEPS THE AGENCY WORKING FOR THE ENROLLEE 
Since psychological problems almost always exist 
(people do have feelings about their work and life in general) 
the agency can always find some "psychological" problem in the 
enrollee which they use to explain his rejection of a referral 
or placement. When the worker finds "psychological factors" it 
often seems easier and more legitimate to help the enrollee with 
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his personal problems than to get him the kind of job he wants. 
However, if certain other factors are noticed by the agency 
or worker, they may be more willing to find a suitable referral 
rather than solve the personal problems. These factors are as 
follows: 

1. If the agency cannot change the enrollee' s feelings 
about the referral; 

2. the feelings seem reasonable; 

3. these feelings get sympathy and understanding from 
the worker or agency. 

Shy, nervous or frightened enrol lees are more likely to get 
sympathy than those whose anxiety is hidden behind a mask of 
masculinity or street hardness. Sometimes when they are dealing 
with "tough" enrollees, workers try to "break down" their 
defenses (often dangerous for the enrollees) as if it were not 
legitimate to get them jobs until they admitted their weaknesses. 

When the agency cannot find psychological reasons for 
turning down a referral because the enrollee refuses to make 
his hangups public, or because probing is unsuccessful, the 
agency often concludes that he is simply being immature or 
unreasonabl e--or that he really doesn't want to work. 

SUMMARY 

When the worker cannot explain an enrollee' s rejection 
for economic reasons he tries to find a psychological one. If 
he finds such a basis, he tries to change the feelings because 
they are not considered "legitimate" reasons for trying to get 
the enrollee a different referral. And if he cannot find such 
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a basis, he then concludes the enrollee doesn't want to work-- 
and that gets the agency off the hook by putting the blame 
back on the enrollee. At that point, the agency s^ops trying 
to work with the enrollee, or refers him to work experience 
training, such as NYC or Mainstream. 

In other words , one value of getting the enrollee to talk 
about his feelings is that it helps to maintain the agency_|_s_ 
motivation to work for him. Many enrol lees know this and an 
experienced one often secretly tells those less experienced 
that it's better to talk about personal problems because the 
counselor will then be more likely to get them job referrals. 
That's when the enrollee is likely to run the game of giving 
the counselor a phony problem to work on. If the enrollee 
does not cooperate in this way, the agency's motivation fails, 
and is likely to conclude that the enrollee is unmotivated. 

KOM TO FIND OUT WHICH OBJECTIVE IS RIGHT 

Sometimes, the psychologizing of the enrollee works-- 
he accepts the referral that he previously rejected. Is he 
doing that to get the worker off his back, has he really 
resolved his hangup, or has he simply become convinced that 
his stated desires for a better job were "wrong?" That is, how 
can the agency tell if its objective was right, or whether 
counseling was only a way of manipulating the enrollee into 
accepting a referral he really didn't want? There are several 
clues that can be used, though none of them is foolproof: 
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The objective was probably wj'ong if: 

-the enrollee doesn't stay on the job for very 1909, 
especially if he quits (or arranges to get fired) 
before he has another job lined up. 

-the enrollee avoids further contact with the worker 
because it makes him feel bad about himself, or 
emotionally stirred up, when he discusses his feelings 
with the worker. 

-the enrollee sticks on the job, but in spite of his 
initial dislike for it, and becomes a passive, accepting, 
unambitious plodder, resigned to a work life that has 
no self-fulfillment in it. 

-the enrollee expresses cynical or negative attitudes 
about the agency in the community, feels that the 
agency promised more than it delivered, or that the 
agency is part of a system designed to keep the 
disadvantaged down in jobs that whites don't take. 



Unfortunately, all of these clues come too late, after the 
damage has been done. Nevertheless, follow-up can be done so 
that the agency can evaluate its own record and find out if 
it has "psychologized" the problems too often, and "mystified" 
enrol lees . 

There are some clues the agency can use before it is too 
late, but they are "weak" clues that cannot be used without 
lots of good judgment: 

-If the enrollee is vague about what he wants in a job, 
says that he'll take anything, would accept a job paying 
as little as $ 2 . 50 /hour, but then rejects referrals 
because of low pay or because he doesn't like the work, 
then it may be a matter of psychological conflict. 
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-If the enrollee seems to get less and less involved in 
the agency program, avoids discjssions about jobs and 
working, begins to come late or skip, or fails to keep 
placement appointments, it may be that he has personal 
or family problems. 

-If the enrollee participated in selecting the referral 
from the list of jobs available, wit'iout pressure tc- 
select the one the agency thought best, and he then 
rejected it when the time came for the employment 
interview, there may be psychological problems involved. 

-If the enrollee turns down a job referral in favor of 
another one that is not as good according to his own 
criteria, then there may be psycbclgoical hangups. 

But keep in mind that agency workers, as white-collar 
people, tend to place more value on the social status 
of a job than some enrol lees do. A worker who tries to 
talk an enrollee into taking a job as a bank clerk 
instead of a higher paying job as an assembler in a 
factory may be imposing his own values on the enrollee, 
which lead him to interpret the enrol lee's preference as 
evidence of psychological or personal problems. 

-But if the enrollee rejects a job referral for specific 
reasons, has a reasonable alternative that he would 
prefer, or has a stable job history that is consistent 
with his preference, ti en his rejection of the referral 
may not be a psychological hangup. 
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Finally, the agency could take the position that 
psychological reasons for rejecting a referral are just as 
legitimate as economic ones. If they are legitimate, then 
they don't have to be changed in order for the agency to 
try to do its. placement work. The agency can change its 
objective to that of finding a different referral that fits 
the enroilee's bill. That makes i t unnecessary to probe 
for psychological problems, to risk humiliating the enrollee, 
to run the danger of using psychology to cool -out the enrollee, 
and of making the enrollee feel that his rejection of a 
referral shows that there is something wrong with him. 

That puts it up to the enrollee. If the agency simply 
cannot find a job that the enrollee wants, then he can decide 
whether or not he wants to use counseling to work on changing 
his feelings about the jobs that are available. 
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[" "strategy : one-to-one COUNSELINfi,^ 

Coaches usually talked a lot with enrol lees about their 
rejection of the referral. In Jobs-Now these counseling 
sessions aimed at: (1) exploring the enrollee's reasons; and 

sometimes (2) persuading the enrol lee that his reasons were 
wrong. EXAMPLES : 



(a) In a ovKi-to-onz hz izU that U mold bz Uoa) 
in a 6tzzl n\M and kz Montzd to go to a company 

pcUd mfiz and had dzaUng6 in tkz zaA ^ndu^t^y and f,al>tzn. 

upgrading . 

(b) We 6 pent 6om timz tatfung about a. vantoXy oi 6i^jzct6 
bz^o^z 6kz {^zJU comiontjibtz znough to dc6cui6 tnz 
^tguAZ eCcAfe po6ttion » . . 

(c) Un^oAtunatziy ti'iz young man had fizczlozd ializ ^n^omc^on 
XAom ha IMouo cJUznt^ about thz abundanzz of, job6 thcU 

wcAe avaUablz foi young pzoplz agz 7 

expzuzncz. dlhzn I confronted hun mtk thz job off^, hz 
to my 6uA.prli,z tuAr.zd It dom. I a&kzd hMn uAy 
toZdmz bzcau&z of oohat hz had hzoAd. IrmzckateZy I 

to Aionm hm that thU mi iniomaUon 

but it u;o6 zvidznt that, hz had moKz con^^cdzncz tnz 
othzn. cUznXt than In my&zlf. 
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1.1 BUY TIME 

Time is crucial when a job order is being held for an 
enrol lee. Workers are reluctant to pass up the job order 
before they've found out why the enrol lee rejected it and 
had a chance to change his mind. Therefore, in several 
cases of rejections, the first thing the coaches did, even 
before the counseling, was to call the employer and try to 
postpone the date for the enrol lee's job interview. Of 
course, if the enrol lee has rejected the referral by not 
showing up foi’ an appointed interview, the coach has the 
added problem of trying to apologize to the employer while 
still getting' him to hold the job open for the enrol lee. 

If the enrol lee has rejected the referral by directly rejecting 
a job offer from the employer, then it is too lete to do 
anything about it. 

Thus the easiest job for the worker is to get a simple 
postponement of the job interview, and that means that enrol lees 
should be encouraged to reject the referral before the inter- 
view if they are going to reject it at all. That doesn't mean 
that if he doesn't reject the referral, he must take the job 
later. The actual interview (or in some cases the first day on 
the job) may reveal some things about the job that neither the 
worker not the enrol lee had suspected. So the enrol lee 
should still feel free to reject it later. Nevertheless, it's 
better to give him as much opportunity as possible to reject the 
referr’?.! before going to the interview. 
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1.2 TRYING TO PLEASE THE COACH 

One of the things that keeps some enrollees from 
rejecting a job referral is that thi.y don't went to displease 
the coach. It is easier to reject someone when he isn't around 
because you don't want him to feel bad, and you don't want him 
to dislike you. That makes an enrol lee pretend to accept the 
referral and then reject it later when he is away from the 
worker, by not showing up for the interview, turning down the 
job offer from the employer, or accepting the job and then not 
showing up for work [although other chapters of this Manual 
show that when an enrol lee does not come to work on the first 
day it does not necessarily mean he doesn't want the job!]. 

In any case, it makes the worker's job easier if the 
enrol lee rejects the job in his presence so that he has a 
chance to do the counseling. But that means that he should not 
act as if the rejection of the referral is a rejection of 
himself or the agency. Unfortunately, many manpower workers 
get quite upset when an enrol lee turns down their efforts. 
That's why they often dig their heels in and try to convince 
the enrollee to take the job and interpret his rejection as 
evidence of psychological problems. If enrollees suspect this, 
they will no-: reject the referrals until they are away from 
the worker. 
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1.3 A REFERRAL IS NOT A PERSONAL GIFT FROM THE WORKER 

One way to avoid this kind of problem is to avoid 
giving enrol lees the impression that the job referral is a 
personal favor. If the enrol lee thinks of it as a 'favor,' he 
may try to hide his rejection from the v/orker. 

But that doesn't mean that the worker should act as if it 
is just a part of his job and that he has no personal interest 
in the enrol lee. The worker should try to show that his job 
of getting referrals for people gives him the pleasure of 
being able to get this one for thi s enrollee. This shows 
personal interest, puts the job in a positive light, but still 
lets the enrollee know that it is the worker's job— rather than 
a personal favor--that led him to get the referral. 

The worker can reinforce this impression by telling the 
enrollee that if he doesn't want the job, it is OK to reject 
the referral. This helps demonstrate the worker's personal 
and real interest in the enrollee. 

In other words, the worker can save himself some' trouble 
if he doesn't act ego-involved in the particular job referral, 
but shows his interest in the process of getting the enrollee 
a job. 

1.4 EVERY REFERRAL DOES NOT HAVE TO RESULT IN A PLACEMENT 

An agency should not measure performance by the number 
of successful referrals made by each worker. This puts pressure 
on the worker and in turn puts pressure on the enrollee to 
accept the referral. If the worker's supervisor does not penalize 
him for unsuccessful referrals, then the worker can encourage 
enrollees to reject referrals they don't like. 
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It would also be better if the worker felt free io 
pass on the job order to another worker in the agency. 
Then the staff would be less jealous and secretive about 
job orders and the agency would still be able to maintain 
its record of placements. 
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i strategy #2: PERSUASOTI 

When coaches used this strategy, they stressed the 
advantages of the job that the enrollee wanted to reject. 
Less freguently, they also talked about the di sadva ntages of 
the joh that the enrollee preferred (if he had a particular 
job in mind as an alternative). Sometimes this persuasion 
implied threats. EXAMPLES : 



[a] Though 1 had a iacXohij po6^Ucon, I Talked aboiU Thz 

{,actoKy iTMiatlon, pointing out all the. negative. at>pe,cjt^ 
heA motheA. ne.veA mentioned, and LOe. dticiH'ied the. po6itu.ve^ 
o{) the o{^{^lc.e. situate on. I told he.a to think it oveA 
and let me. know heA dectiion the. ne.xt day, weXL aiwoAz 
that 6he wouZd da>aLU>6 it t^:lXh heA moTheA. The {^olZowing 
day 6he MOi in e,oAly to 6ay 6he. had dlAcuii>6ed it with heA 
motheA and had decidzd to think ^OA heA6le^ and take, the 
o^^ice Job, though hea motheA objected. She wa6 kiAe.d 
and hat bee.n veAy ej^lzctive on the. job ^oa almott two yeoAt. 

(fa) I explalne.d to the client the. had to accept the job 

becaute o^ what had happened to heA home. Alto I explained 
to heA that the cjoald toon make at much at $5.00 / houA 
becaute heA Job tjoat doing piece woAk. In about ^oua montht 
my client had bAought heA taloAy up to $2.64/houA faat the 
had to talee a leave o^ abtence in OctobeA becaute the. tt 
teven montht pAegnant. She it due to AetuAn to heA Job 
tome time in MaAch. My client ended liking and maintaining 
heA Job and wot liked veAy much by heA tupeAvitoA. 

(c) So I got him one moAe job inteAview and let him know 

wot the veAy latt time. He tented I wot not kidding and I 
haven't had onotheA pAoblem with him. 
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COMMENTTH 2.1 ACCENTUATE THE POSITIVE 

In Chapter One, some reasons were presented for 
emphasizing the positive aspects and avoiding negative ones 
when discussing different placements. Unpleasant and 
threatening ideas make people uncomfortable and anxious. 
Therefore, it's dangerous sometimes for the worker to emphasize 
the negative aspects of the job the enrol lee prefers, because 
this might drive the enrol lee away. Worse yet, the worker might 
not be able to convince the enrollee to accept the referral 
he wants to reject. But he might convince him not to go 
after the job he wants and as a result he rejects both kinds 
of jobs! 

2.2 GIVE THE ENROLLEE TIME— IF HE CAN AFFORD IT 

In one of the examples, the coach gave the enrollee 
a day to think over her decision. That is a wise move and has 
at least two advantages: (1) it lets enrol lees know that the 

decision is their own and that the worker is willing to accept 
it whether or not he personally favored one particular alterna- 
tive. (2) Secondly, it means the enrollees have a chance to 
make their own choice. At first, it was the worker's decision, 
but that kind of decision doesn't stick until the enrollee 
makes it his own. Time also gives the enrollee a chance to 
check out the worker's arguments with others, and to test them 
to see if they stand up. This way the enrollee comes to agree 
with the worker because the arguments are good ones, not because 
of the worker's personality and salesmanship. 
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But if the enrol lee can't afford to lose time before 
starting to work, don't force him to delay his decisions 
by giving him an appointment on another day. He might see 
that as a put-off— a threat that if he doesn't agree right 
away, he will be faced with a series of appointments, spaced 
too far apart, before he is given another job referral. 

2.3 SOME UNANSWERED QUESTIONS 

A. Did the enrol lee really "think for herself" or 
did she just switch from accepting her mother's opinions to 
accepting the coach's? Did the coach end up by coming between 
the enrol lee and her mother and interfering with their affectionate 

relationship? We'll never know. 

B. If the enrol lee sticks it out on the job, does that 
mean that the coach was right in getting him to accept the 
referral? Maybe yes, maybe no. Suppose that for some reason 
the enrollee took a job he didn't want or like. It sometimes 
happens that he changes his attitudes toward the job because 
of a psychological mechanism called "post-decision certainty 
(also explained as "dissonance reduction"). 

Post-decision certainty refers to the fact that after a 
person has made up his mind, no matter how close the balance 
of positive and negative elements, he tends to become more 
sure that he was right in his decision. He forgets about the 
negative elements and convinces himself that the positive 
elements were right. And other things turn up on the job that 
make it unexpectedly satisfying, such as a particularly good 
supervisor or a friendship with a co-worker. 
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Dissonance reduction means that when people's attitudes 
don't match their actions, they tend to change their attitudes. 

So if someone does accept a job toward which he had negative 
attitudes, he tends to change those attitudes into positive 
ones so that they are consistent with the fact that he took 
the job. 

Both mechanisms operate most strongly when the enrollee 
feels that it was his own decision, rather than one imposed on 
him by others or by circimistances. The poi:«t is that an 
enrollee who later says he likes the job is not always saying 
that the worker was right, in talking him into it. He might 
have felt the same way about any^ job he had decided to take. 

2.4 THE WORKER HAS TO ACT EVEN THOUGH HE DOESN'T HA VE ALL THE ANSWERS 

With the present state of knowledge about jobs and human 
behavior, it is impossible to get clear answers to questions 
like these, but still the worker has to do something one way 
or the other. One way to guide his decisions is to be clear 
about the priorities among the agency's objectives--and the 
enrollee 's. 

If the objective is to get an enrollee on a job, then as 
far as this objective is concerned it doesn't matter whether 
the job is the best one for the enrollee, or satisfying to him, 
as long as he stays there (and many people do stick with jobs 
that are not satisfying). 

But if the objective includes giving the enrollee a 
satisfying or career-oriented job, that is a different story. 

And if another objective of tlie agency is to get a reputation 
in the community for meeting the needs of enrollees as ^hey 
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define them, that adds another consideration. The worker and 
his team can make decisions and take actions once they are 
clear with themselves and with their enrollees about how 
important the various objectives are. 

A periodic review of past cases could be used to analyze 
the decisions that were made by the team and to look at 
alternative decisions that might have been made. This can 
help keep the staff thinking about alternatives so that they 
don't get in a rut. This doesn't have to be done with every 
case, but cases that have something in common (for example, a 
group of cases where the problem fits Problem #1 in this Manual) 
could be discussed at one meeting, cases which fit Problem #2 
at another, and so forth. The whole staff or team could explore 
the alternatives, discuss whether different strategies might 
have been more effective, raise embarrassing questions and 
decide on priorities among objectives and strategies. 

Without reviews of objectives and strategies like these, 
the coach is often put into an impossible position by his job: 
he has to act in the absence of sufficient knowledge, he is 
expected to be effective, and yet because it is assumed that 
as a coach he can do things that others in the agency cannot 
do because of their race, professionalism, or lack of connection 
with the enrollees and their conmunity, he and others in the 
agency feel that there is little they can teach the coach that 
will help him to be effective. The coach is aware that his 
performance is being evaluated, but the criteria are unclear, 
both to him and to his supervisors, because there has been no 
explicit statement of objectives, and no consensus on strategies. 
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Since answers to questions like those above are lacking, 
the coach needs some consensus from his colleagues and supervisors 
that tells him he is evaluating his effectiveness according to 
the same criteria and the same objectives that they are. 

Without this, there can be no adequate evaluation. And when there 
is no evaluation, the coach cannot get the kind of feedback he 
needs to grow and develop on the job. It is the enrol lee 
who suffers from that, in the long run. 
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I STRATEGY PROVE SINCERITY AND COMMITMENT 

In the interview and by other special efforts, coaches 
tried to prove their sincerity and make the enrol lee believe 
they had the enrol lee's best interests in mind. This strategy 
covers efforts to close the "credibility gap" between the 
agency and the enrol lee. EXAMPLES : 

(a! ...but it u}(U> zvidznt that he. had motie. conscience In the. 
otkeJi ctient6 than in my6eZ{t. When I aom; I couldn't 
convince him I imediately catted the managen. and moved 
the interview up a couple o^ day6. ThU Mould give me 
time to pKove to my client that it i6 atmo6t impoiiible 
to iind good OK meaningful employment foK an individual 
kii age. I gave him the complete job Hit and aiked him 
tjo choose 6ix. po6ition^ that he might like to occupy. 
Aftea the ckoicei we'te made X immediately got on the 
phone and. &et up thKee of the inteAviem foK the next day 
and thKee foK the day afteK. I knew that he would be 
tuKned down on ail 6ix po6Aiu.om, but the po-cnt wai to 
pKove to him that I had done my veAy bat to 6ecuKe the 
type of position he pKefeKKed. When he wai Kefuied 
employment at all 6ix inteAviewi he began to Kealcze that 
I had been completely honat with him. At thi& point he 
decided to go on the oKiginal inteAview. The Kault wc6 
he wai hiKed at the hupeAmoAket and ii now woKhcng and 
going to school in the evenings. 

(6) I fenew) that my client had to have sufficient Hotficng in 
oAdeK to go back and foKth to woKk. So I decided to have 
staff donate whateveK clothing and money they could foK 
my client and heA family. I explained to my client she 
had to accept the job because of what had happened to hcK 
home. 

(c) We spent some time talking about a voAiety of subjecM 
befoKe she felt comfoAtable enough to discuss the figuAe 
cleKk position. 
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COMMENTS: I 3.1 WHO IS OBLIGATED TO WHOM? 

The purpose of this technique is to close the credibility 
gap. It is an effort to show that the agency really is 
thinking of the enrollee s best interests. But a show of 
commitment can also have the opposite effect. Some enrol lees 
may feel obligated to the coach or agency because of "all they 
have done for him," and then take a job because they would feel 
guilty rejecting it. In other words, showing commitment can be 
a way of manipulating the enrollee psychologically so that he 
does what the agency wants him to do. 

In the Comments on Strategy #1, it was stressed that one 
danger of this technique is that the enrollee might agree 
with the worker and then fail to follow through on the referral. 
Using guilt works the same way. 

If using guilt works and it gets the enrollee a job (if that 
is the main objective) , then it is OK. But it might not work 
or it might make the enrollee feel miserable, either because he 
doesn't like the work he's doing or because he feels that he's 
being ungrateful if he refuses the referral. Guilt, and the 
feelings of worthlessness that go along with it can increase 
the need to escape through alcohol, pills and smack. 
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I STRATEGY #4: CHANGE THE REFERRAL 

In some cases, coaches changed the job referrals for the 
enrol lee. Sometimes this was done because the enrol lee 
convinced the coach that he had legitimate reasons for rejecting 
the referral . EXAMPLE : 

(a) In a om-to-om fie that U Mould be aIom upgrading 
In a 6te.zZ mill, and fie Montzd to go to a company that 
paid mo^z and had dzalln.g& In. thz cah. lndai>tfiy and ^ 06 t 2 A. 

upgAmUng . I ^z{^zM.zd hhn to Working on thz 

a/i&mbly tinz then fie Mould bzH^ofL p^motlon dzpzndlng 
on attzndancz and productivity. In making my dzdilon 
on thl6 I 1006 trying to gzt u)hat fie Montzd — pot/ and 

upgrading. Hz li &tlll mployzd {^or and li> continuing 

6chool. 

Sometimes it was done because the coach wanted to give the 
enrol lee another chance after he turned down a job which was 
therefore no longer available. EXAMPLE : 



(b) I Mould takz him on an Interview and fie Mould turn 
zvzrythlng down. Hz Mould acczpt a Job but Mould not 
takz thz physical. A^tzr talking and talking to thU 
cllznt fie 6tlll rz^uizd to coopzratz. I finally gavz 
up on fUm but dzcldzd to try again. So I got him onz 
morz Job Interview and let him knoM thli wo6 thz very 
lo6t tlmz. Hz 6zn6zd I mo 6 not kidding and I havzn’t 
had another problem Mlth him. 

Sometimes the coach got the enrol lee other referrals to show 
him that the one he wanted to reject was the best thing 
available for him. EXAMPLE: 
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(c) I gave kirn the complete job tUt and a6ked kart to choose 
6lK posUioyn that he might like to occupy. . . I knm that 
he would be tu/ined down on all 6 Ik po^ii>con6, but the 
point 0006 to pfiove to km that I hcud done my veay beit 
to iecuAe the type o^ position he pae^eAAed... 



And finally, the referral could be "changed" by getting 
the employer to change the aspect of the job that the enrol lee 
didn't like, so that the enrol lee would accept the referral. 
EXAMPLE: 



[d] I contacted Company V and I explained the Reeling o^ 
the client. He ^elt that he u)a& not kUied {^on. that 
pa/iticJulaJi Job, and fieally a^fiaid that tht6 would be a 
pe/manent po6ition ^o^ him. (After having been hired as 
an accounting clerk, the client had found that he was 
being given just a series of odd jobs; the client had 
complained to the coach and said that he wanted to 
refuse the job) . I (Ut 60 t^hojt I thcut 

JLvidUyj^dijuoJi i/oou^d be an CLi^oJt to the coftipany. The ccLent 
did ftztwin to Company V, and ho6 now been theAe ^o/l 5 
monthi. 
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4. 1 WORKERS NEED ACCESS TO JOB ORDERS 

Obviously, this strategy depends on having other job 
orders available. Manpower agencies usually do not control 
their access to job orders, and they often are prohibited from 
developing their own and making them available within the 
agency. The tightness of control over orders has increased 
with the computer-based job banks, which is the exact opposite 
of what was intended. This scarcity of orders forces the 
workers to try to make their clients accept the original 
referral . 

Manpower agencies also have no control over the state of 
the local economy. When the economy is down, it tends to 
hurt those who are at the end of the job line — the young, 
the disadvantaged and the minorities. But there is a tendency 
for agencies to use the state of the economy as an excuse 
for ineffective efforts. 

For example, when inner city unemployment went up by only 
a few percentage points, some agencies explained a 90% 
drop in their job orders as the fault of the economy, rather 
than as a failure of job development or job finding efforts. 

Nevertheless, manpower agencies are directly affected 
by the local economy and measuring effectiveness by the number 
of placements forces them to shoehorn their enrol lees into 
any available position. 

Under such circumstances, it is important for agencies to 
make it clear that the enrollee could be placed if there were 
more jobs open. Agencies sometimes give the impression that 
continued unemployment is the enrollee' s fault because they 
want to "motivate" the enrollee to take part in the agency's 
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program, and because they are reluctant to admit they don't 
have job orders. Since, historically, getting job orders 
has been the main function of manpower agencies, few a)'e 
ready to admit it when they are not successful. 

Also, today there is the growing belief that the drop in 
job orders is a result of manpower agencies' efforts to 
concentrate on services to the disadvantaged. Thus the agency s 
inability to get orders is blamed on the enrol lees! When 
employers avoid manpower agencies because the enrol lees referred 
to them are "disadvantaged," this can be the fault of the 
ineffectiveness of the agency's work with its enrol lees, as 
well as a lack of effectiveness in job development. 

If more on-the-job coaching were done, it is possible 
that employers would be more willing to place job orders with 
the agency. In other words, the agency should blame its own 
efforts — in job development and in working with enrollees-- 
rather than blame the characteristics of the enrollee population 
The agency can do something about the former. 

4.2 COORDINATE THE AGENCY'S MESSAGES TO THE ENROLLEE 

One of the things that confuses enrol lees is that they 
sometimes get different messages from different sections of 
the agency. When he is being recruited to the agency, or 
getting talked into participating in the orientation or pre- 
vocational training program, he is led to believe that if he 
participates and cooperates, he will be rewarded with a job. 

This implies that the agency has enough job orders. 

But later, when he is sent to the placement department, 
he is likely to be told that jobs are scarce, and there's not 
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When the enrollee gets these messages, he may decide that 
both are right . That is, he may think the agency does have 
access to jobs but that it will not refer him to good ones-- 
that the agency is holding out on him. This suspicion can 
lead him to reject referrals because he thinks the agency 
has better ones it is "saving" for more favored enrol lees or 
for staff s relatives . 

Or, he thinks both are right — that there are decent jobs 
but he can't get one of them--because he is a personal failure 
and doesn't have what it takes. In that case, he blames himself 
entirely for a failure that is at least partly a failure of the 
economy; the agency has mystified the true situation. 

It seems the best way to avoid these wrong impressions is 
to be completely honest with the enrollee all along the way 
about both the numbers and types of jobs the agency can refer 
him to. However, since the staff in various sections of the 
agency process have different needs and perspectives (job 
developers whose main function is to get job orders are more 
impressed with how difficult that is than are orientation 
leaders who try to give incentives for active participation), 
each member is still likely to give a different story to the 
enrollee, even if he tries to be honest and realistic. To 
prevent this, agency staffs of the various components should 
meet together periodically so they can get thei r heads straight 
and then give the enrollees a clear consistent picture. 
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4.3 DON'T LET THE ENROLLEE BAIL OUT WITHOUT A RIP-CORD 

If the agency sends the client on job interviews that 
will reject him (just to prove to the enrollee that the original 
referral was the best he could hope for), there is a danger 
that these failures can be emotionally very damaging to the 
enrollee, and can lead him to stop trying to find employment. 

It can give the enrollee the impression that job hunting is a 
waste of time, and cause him to become dependent on the agency. 

One way to prevent this is to let him know in advance 
that the original job referral is waiting for him, so that he 
still has a chance for success after failing on all the jobs 
that h£ picked. And then it is important to go over the 
failures with him to help him select prospective jobs more 
wisely and more appropriately in the future, so that he can 
still do his own job hunting, if he has to. 
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RESOURCES : ~1 The strategies in this chapter fall heavily in the area 

of counseling, which involves a great deal of interpersonal 
sensitivity, judgment, and self-awareness combined with a 
clear idea of what it is that is to be accomplished by the 
counseling. Ordinarily, counseling is seen as a private 
relationship and unrelated to organizational structure. 

Nevertheless, as the discussions in this chapter suggest, 
there are many organizational factors that influence what goes 
on in counseling. Its objectives, the ability to sense what is 
going on with the enrollee, and to act on that sensitivity are 
all influenced by organizational factors, such as agency objectives, 
status hierarchy, agency resources, distance between workers in 
various sections of the agency, etc. 

This chapter suggests five organizational resources 
that can contribute to these counseling strategies. A system 
for providing (1) feedback, supervision and appropriate evaluation 
is one resource for helping staff improve their judgments and 
decisions. (2) Organizational consensus on both objectives and 
on coordinatation of messages to enrollees is another resource. 
Workers need (3) access to job orders in sufficient range and 
variety so they are under less pressure to get enrollees to 
accept the first job referral. Enrollees need (4) access to some 
kind of grievance machinery which can impartially evaluate their 
suspicions that they are not being referred to better jobs. 

Finally, (5) thp status of minority coaches and other minority 
staff can affect counseling-related decisions. 
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I RESOURCE #1: FEEDBA C K. SUPERVISION. AND EVALUATION 

A system of regularly scheduled case reviews, bused on 
follow-up information and records of decisions and strategies 
used with enrollees having similar problems is a useful resource. 
This can be a way of continuously monitoring the kinds of 
decisions and judgments described in this chapter. Such 
reviews can serve a number of purposes: 

a. they can provide the staff with the support of their 
colleagues and with consensus on strategies to be used. 

b. they can agree on objectives and modifications of 
priorities among objectives as time and circumstances 
change. Then this will prevent inconsistencies 
between strategies and objectives from developing to 
such an extent that it takes a morale crisis to get 
the agency to realign policies. 

c. The staff can be made conscious of decisions they make 
automatically ^.nd of the range of alternative techniques 
that can be used. 

d. Coaches can have a basis for evaluating their performance 
in relation to the standards and ideas of others in 

the agency. 

e. Supervision which would help staff work better rather 
than enforce rules and punish violations could be 
provided by such periodic case reviews. 



If simply the number of placements has been a criterion of 
effectiveness, then a different way of evaluating effectiveness 
needs to be developed because this pressures the worker to make 
enrollees take any available jobs. One way of evaluating would 
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be to match the evaluation criteria with the objectives of each 
individual case. Effectiveness could be measured by noting how 
often the worker achieved the particular objectives chosen for 
the various enrol lees in his caseload. 

If this method is used, the staff are free to use strategies 
more appropriate to the enrollees' needs. It also reduces the 
pressures of organizational constraints on how objectives are 
established. In the long run that means more individualized 
service to enrollees within a system which can monitor staff 
performance. 
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resource OkGANt NATIONAL CONSENSUS "I 

There is no way agency rules can coordinate the messages 
implicitly given by various staff members (scarcity vs. r.bundance 
of job orders; counseling will be helpful vs. you have to see 
the counselor because that is the rule in the agency, etc.). 

These rules would have to be so specific that the agency 
might as well use tape recorders and give up trying to respond 
to individual enrollee situations. If rules are insufficient 
to achieve such coordination, then the alternative is to get 
it through face-to-face staff interaction around the issues 

where coordination is needed. 

Thus it would be helpful to have staff meetings in which 
people working in different roles and divisions of the agency 
get together to talk about areas of overlap and contact between 
them. And if the various views of staff members are to be 
publicly expressed so that conflicting perceptions and dis- 
agreements can be resolved, then these meetings will have to 
be informal and led by someone who can achieve consensus rather 
than simply impose authority. Otherwise, conflicting views 
will go underground and only be hinted at rather than resolved. 

Such meetings are very likely to discuss the objectives 
of the organization as a whole. This would give individual 
staff members a chance to see whether the objectives they work 
on with individual clients matches the objectives and priorities 
of the total agency. This naturally leads to self-assessment 
of the agency's effectiveness in achieving its objectives. 
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1 RESOURCE #3: ACCESS TO JOB ORDERS j 

Obviously, manpower agencies need to have job orders. 

Less obviously, workers need access to those orders so they 
can respond with an alternative when an enrol lee rejects an 
initial referral. There is a lot of conflicting opinion 
(none of which has much factual basis other than isolated 
examples) about the supposed "danger" of losing job orders 
because of too many contacts between agency personnel and 
the employer. Employers complain more about the slowness of 
manpower agencies than they do about having too many people 
referring enrol lees for the same job. Other evidence shows if 
there are more contacts between several different people in 
the agency and the employer, the employer will be more likely 
to use the agency to hire the disadvantaged. In addition, there 
is a danger of damaging an enroll ee by hoarding job orders or 
restricting workers' access to potential placements. 

When less job placements are available because of a slow- 
down in the economy, the agency could re-evaluate its placement 
objectives. For example, the agency could change its objective 
to unbiasinq the employment in the community. That is, the 
effectiveness of the manpower program in the community could be 
measured not by the number of placements, but by the extent to 
which the agency has been able to spread the existing unemploy- 
ment more evenly between whites and minority groups or between 
males and females. 
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Thus the overall measure of effectiveness would be the 
periodic statistics on the rate of unemployment by various 
population subgroups: blacks, chicanos, orientals, Puerto 

Ricans, youth, older workers, veterans, inales, females, etc. 
That would make it clear that the objective of manpower 
service delivery systems is not employment £er but equal 
opportunity to be employed. Total amount of employment is 
really out of the hands of local service delivery agencies 
anyway. It is much more a matter of economics at the regional, 
state, and national levels and there is not much the agency 
can do about that. 
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RESOURCE #4: GRIEVANCE MACHINERY FOR ENR0LLEET~| 

Although coaches have traditionally been seen as advocates 
of enrol lees, some of the examples indicate that coaches have 
certain limits on the extent to which they will take the 
enrol lee's side. They are part of the agency system, and want 
to be positively evaluated. They don't want to spend excessive 
amounts of time with demanding enrollees or "problem cases"— 
remember the example in which the coach wrote "He hasn't been 
a problem to me since." In fact, they can often be a part of 
the enrollee's problem — instead of the solution. This means 
that if an enrol lee is to be protected from being steamrolled 
by a coach (or anyone in the agency), he needs to know there 
is somewhere he can take his case. 

Such a grievance procedure needs to be routine and not 
like going before the Supreme Court. Local managers often 
settle grievances, but that is not an adequate mechanism. 

Enrollees see them as defenders of the agency (and they do tend 
to defend the agency while also trying to get the enrollees off 
their backs). Managers are seen as too important to deal with 
small matters (and too unavailable without a lot of effort). 

And enrollees are not informed that they have the right to use 
the manager in grievance disputes. 

Finally, having the top authority handle grievances makes 
staff members scared. And when they are scared of their enrollees, 
they become very conservative in what they do. 
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It might therefore be more effective for the agency to 
compose a grievance board of workers from various sections of 
the agency with alternates so that no enrollee has to try to 
prove his case to someone about whom he is complaining. The 
credibility of the board would be increased if an effort were 
made to round up one or two current enrollees to participate 
in the discussion and decision-making. The board could make 
periodic reports to the manager and the total staff about the 
complaints which appear most often. To make sure the informa- 
tion is confidential, the enrollee names or the names of staff 
members complained about would not be reported. Then action 
can be taken to reduce such problems across the board. Most 
important, all enrollees should be told in advance that they 
can make complaints to the grievance board. 
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I RESOURCE #5: THE STATUS OF MINORITIES AND COACHES IN THE AGENCY J 

In the section on "Evaluating the Objectives," the 
coaches' views of their own positions in the agency (and of 
the positions of other minorities in the status hierarchy) 
and the role of "psychologizing" the enrollee to maintain 
cultural stereotypes was described. It was pointed out that 
indigenous coaches are often sensitive to the gap between the 
difficulty of the tasks assigned to them and their low position 
in the agency. This gap makes them especially sensitive to 
signs that counseling and psychologizing the enrol lee may be 
cool-out mechanisms to keep minorities disadvantaged. 

This attitude influences and confuses the judgments that 
have to be made about whether to pursue Objective A or B. The 
main point is that since such judgments are difficult to make, 
other factors (such as the position of minorities in the agency 
hierarchy) can enter the picture and influence the decision. 

These factors should not be affecting decisions. Decisions 
about enrollee objectives should be made on the basis of the 
enrollee's position, not the coach's. Therefore, attention has 
to be paid to the way in which interpersonal and power factors 
in the agency organization distort decision-making about enrol lees. 

Clearly, this problem can be avoided if the agency is 
obviously not racist and makes sure that coaches have the status 
, and income appropriate to the complexity of their jobs, and that 

minority staff members are not concentrated in the low status- 
low pay positions. 

i 
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Four strategies were used by agency staff members to 
achieve the above objective. 
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4. BECOME LEGALISTIC 109 

Four resources are discussed In relation to this problem. 
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A company is resistant to hiring enrollees, or is not 
-Tying very hard to retain the people it did hire. Sometimes 
±is seemed to be a matter of company policy. In other cases 
it was because of the attitudes of a few crucial people, such 
iS foremen or personnel interviewers. EXAMPLEj. 



(a) A heZp voayvted ad placzd in a papeA by a. company that 
had been app^oachtd ^oA job openings and 6uppo6edcy 
didn’t have. any. 

(fa) At one oi the iactoAieA that participates uUth Job^-Noiv 
theae woi an inteAviewea u)ho ^eit that my po6A^on 
above his and he Aesented that, consequently he Kuie.d 
none o^ the. peopte. I sent him. 

(c) X company place.d one o{^ thein. en\ploye.es in a new peASonnet 
position as an inteAvieweA {^oa all Jobs-hlow clients. >h^ 
new inteAvieweA had some idea as to lohat Jobs-Nou) taas about 
because he had been ivoAfzing along loitii the company in 
Aelating to Jobi-Now. Many o^ the clients we AeieMzd to 
the company iveAe not being hired, the reasons being the 
interviewer ieU they didn’t \aant to work because, oi the 
lack 0 ^ interest, their appearance, or thecr attUuaes 
during the interview. 



id) I MJCL6 interviejwing two clients {^or positcons as ajpprenttces 
f.or a building trade. It ms on a ?r^y and a dmdUne. 

I realized that the union involved did not warU to iure 
Black people, but I wanted to get these two cUen^ <.n the 
program because they had a great deal going Jo r thm and 
this was what they wanted. Because weekend md 

a deadline, the anion oHicials assumed they cauld mAspl.ee 
the test scores, or someone in the o^ice deUberately 
misplaced them. And by doing tlUs, the clcents were not 
able to register that week ana their names were crossed 
0^^ the list. 
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(e) Upon b&ycng notLii-zd by thz (itiznti a veAy pooA KoZaXion- 
■6fUp beM^zzn iivz cZiznti and ^upzAvi^oAi i.n a poAXtcuZaA. 
company, I coyUactzd the peA^onncl manageA. The peA6onncl 
manoQCA i.n^0Amzd me that he wcl 6 awoAZ the cxyi^txng 
problem and hadn't contacted me becaiue he u>o4 tAytng to 
let the situation uoot.k tt&el{^ out. I exptatned to fihn that 
I had been tnvoived in theA>e Aituatton6 be^oAe and that 
they 06 uaity got much iWA6e than betteA. Then he admitted 
to me that he n.eaJUiy didn't know what action to take to 
coAfiect the situation. He cootdn't a^^oAd to £ 04 e the 
6 upeAvt 60 A 6 who had been with the company ^oA yeoA6 and 
he didn't want to H.elea6e the iive cUent6. 
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I OBJECTIVE: GET THE COMPANY TO HIRE AND RETAIN MINORITY ENROLLEES~| 

The most itmediate objective in these situations was to 
resolve the specific impasse. For example, agency staff 
tried to get the company to hire the particular enrol lee the 
agency referred, or to retain the particular enrollees already 
hired. Most often, there was an effort to work it out in a way 
that would prevent the problem from coming up again with the 
same employer. 

But some strategies that work for the imnediate objective 
could work against a longer range solution. For example, in 
one case the employer used a phony excuse to avoid hiring some 
black applicants. When the worker discovered the phoniness 
of the excuse and had evidence, the company had to hire the 
particular applicants. But that strategy isn't likely to 
make the company receptive to the agency in the future. 

By and large, the problems in these cases had to do with 
race and ethnicity of enrol leeS“-not with thei r behavio r. In 
only 25% of the cases was there anything in the enrollees' 
job behavior that employers could object to (usually lateness 
and stealing). That is why these problems are different from 
those grouped into Chapter 4, where some of the strategies 
involve getting employers to do some things differently so 
that enrollees could keep their jobs. In that chapter, 
employers fired (or wanted to fire) enrollees because of some 
unacceptable behaviors of the enrollees (although prejudice 
was sometimes involved in the employers' responses to the 
enrollees' behaviors). The objective in Chapter 4 is to keep 
the enrol lee on the job; but in the cases here the objective 
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is to get the company to hire and retain enrollees. That is, 
in this chapter the focus is on employers rather than on 
enrollees because the coaches defined the situations as 
problems in the behavior of employers rather than in the 
behavior of enrollees. 

Because most of tne problems here had to do with prejudice 
against enrollees, there wasn't much the agency could do to 
change its enrollees so that they would be more acceptable to 
the company. Therefore the objective involved getting the 
company to change its feelings about the enrollees. And even 
in the 25% of the cases where there were things in enrollees' 
behavior that made problems for the employers, the attempt 
was to get the employer to accept new or changed policies 
that were more favorable to tie disadvantaged. 

In going from the immediate objective to a [longer range 
objective, workers subtly slid over from a specific case to a 
general principle. They would get the employer to hire a 
particular applicant (when the; employer had never hired a 
black before) or change a particular supervisor's attitudes, 
and then follow that up to make it a permanent or general habit. 
In other words, they used the "foot in the door" technique, 
where getting the foot in was the immediate objective, and 
getting all the way in was the longer range objective. 

This meant that "frontal assaults" had to be avoided. 

Instead of attacking an interviewer for his prejudice, situations 
[ were arranged so that he'd get the idea that there were ways of 

^ doing things that were different and better than the way he was 

doing them. That is, conflict was usually avoided, and "growth 
experiences" for the employer were encouraged. 
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1 STRATEGY #1: GET THE COMPANY INVOLVED IN THE AGENCY'S PROGRAM I 

In this strategy an attempt was made to get the problem 
people in the company committed to the agency's program. Some 
of the principles of sensitivity training were used to make 
the company personnel more sympathetic. For example, the 
company was helped to understand how the agency's enrol lees 
saw the problems that the company had been making. EXAMPLES : 



(a) I a^ke.d the. inteAvtejMeA to vtiit Jofaa-Now ao he. couZd aee 
ua tn adtion and tatk to iome. the cLcentA tn ouA. f^gAum 
in a gA.oup netting, VuAing the touA. I took him to vi&it 
CTl (Ch I cago Tra i n 1 ng Institute, a division of Jobs-Now 
devoted to training manpower workers in Jobs-Now's techniques) 
and explained to him cu>pecX6 o^ human A.elatioYUi ie.g., 
hovo the guy in peuonnel identifies ujith his company and 
theA.efoA.e sometimes cannot A.elate to the people he is 
inte/Lvieioing) . I did this because I didn't icant to attack 
the inteAvieweA. because he mold then become hoAdeA. to 
A.elate to, I thought by him visiting the pA.ogAm and 
talking utith the clients he ijoould wndeAStand that lack of 
inteA.es t (so he peAceived) didn't mean the peASon laasn't 
inteA.ested in utoAking . KfteA the touA c (j the pAogKam the 
inteAviejcex began to hine almost everyone he inteAvieioed 
fA.om Jobs-H(M, As a Aesult of this some of the events he 
hOied uho didn't seem like they loeAc inteAcsted in the iob 
vooAked out fine and those uho had poo A appeoAonee, afteA 
getting the job laeAe able to keep theiA clothes clean and 
appeoAonce improved. 
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(6) I exp-t/Umd to kim that tn ouA we had a p^ogAam to 

dzaZ u)tth the^e fundi o{^ p/ioblmi in a company cxtittng 
between 6upeAvt^ou and etienti. life conducted icrnttivlty 
ieiitom deiiqned f^oA white iupeAviioAi who iemtd to have 
a gAeat deal o^ di{^f,iculty deatCng with ouA cJLientete. The 
peAionnet manageA wca veAy happy to heoA thLi and ogAcea 
to Ae^eA 6upeAvtioAi having dC^^iculty adjinting to the 
new pAogAom in the company. He even ogAeed to attend the 
ie4>6ion& himieii. The oAAangementi weAe made and they 
attended the ieiiioni. A^teA the ieiiiom the 6upeAviioAi 
and peuonnei manageA ^elt oi though they had a much 
bAoadeA undeAitanding o{^ the black woAkeA and hii ^eelingi 
and needs. They ogAeed that they had developed a dU\{piewt 
attiXude towoAd the black man in geneAal and they ^elt 
confident they could go back to the job and deal with the 
iituoutions in a much moAe ej^j^ective way. The ^inal outcome 
was Aetention o(^ all clients and a much smootheA Aelation- 
shlp between the tvo conflicting elements. 
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COMMENTsT] 1.1 ON THE AGENCY'S TURF 

There are some advantages in getting company personnel 
to relate to the agency's objectives in the agency office: 

a) The discomfort they experience in entering the ghetto 
world increases willingness to help enrollees get out 
of that world. 

b) Agency personnel are more confident of themselves and 
so impress company personnel with their own competence 
when they are on their own turf. If the agency 
personnel are the same race/ethnicity as the enrollees, 
the more positive view will generalize to include 
enrollees. 

c) Seeing all the activity will impress company personnel 
with the agency's hard work and commitment. 

d) The visit usually has some social elements to it (lunch 
with agency staff, informal conversations with enrollees) 
which can help the company see the agency and its 
enrollees as human beings rather than just "salesmen 

or "employees." 

e) Many people like to feel that they are connected with 
"where the action is." There is a certain glamor and 
excitement in oeing associated with organizations that 
are part of The Movement. Company people will therefore 
get some kicks out of getting familiar with the agency, 
its staff, and clients and as e result may try to keep 
up the relationships (at a distance) by being more 
cooperative. 

However, there are also some dangers: 

a) If the company personnel see only a mostly empty offiCv , 
signs that there is little use ever made of the office 
space or a scattering of a few sleepy enrollees, they will 
have their suspicions of "government boondoggle" confirmed. 
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b) If the staff seems huge, but busy shuffling paper rather 
than working directly with enrol lees, company people 
could come away with a poor impression of the agency. 

A certain amount of office hubbub, with clients 
actively involved, creates the best impression. 

c) If agency staff or enrol lees use the visit to release 
some of their pent-up anger and resentment, so that 
company personnel feel that they've been attacked, 
they will defend themselves and justify their racist 
behavior (at least to themselves) by emphasizing the 
"deficiencies" of the agency's enrol lees, and so become 
even more resistant. 



1.2 INSENSITIVE SENSITIVITY 

Amateurish "sensitivity training" is almost always ineffective. 
There is very little evidence that even very good sensitivity 
training has much payoff in reaching the objectives described 
in this chapter. In general it seems that if sensitivity sessions 
are focussed more on a clear set of goals (e.g., how supervisors 
can be more effective in relating to disadvantaged enrol lees), 
they will be more effective. If they are only motivated by vague 
and general notions such as making the participants admit guilt 
or become more loving people or emphasizing the spontaneous 
warmth of the minority group against the coldness, defensiveness, 
and lonely isolated fearful ness of WASP culture, they will not 
be as successful . 
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Sensitivity training works against the objectives when 
people feel forced (or embarrassed) into participating, and/or 
when "sensitivity" is used to try to fool the participants into 
accepting an objective of the sessions that they would not 
accept if the objective were clearly identified. Sensitivity 
does not grow in an atmosphere of distrust of participants or 
of those sponsoring the sessions. 

1.3 GE T COMPANY AND AGENCY PEOPLE PERSONNALY INVOLVED 

T ire is a great advantage in providing opportunities for 
company, enrollees, and agency personnel to interact with each 
other informally about the agency's program. When a company 
representative visits the agency, the manpower worker can show 
him around, engage him in conversation, and gradually invite 
one or two others— staff and enrollees— to join the conversa- 
tion, letting the small group shift in membership throughout 
the visit. The main contact person can function as both host 
and group leader and prevent bad scenes by heading off an 
enrol lee's or a staff member's efforts to use the conversation 

to grind his own axe. 

This kind of informal visit can be more effective than a 
formal presentation of the agency program to groups of visitors 
They usually see formal presentations as government propaganda, 
become suspicious at once, and take everything they hear with a 
grain of salt. On the other hand, important points are easy to 
forget or overlook in informal visits, and the agency may never 
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notice that it didn't communicate some important idea to the 
visitor. It would therefore be well for the host to make up a 
list of points he wants to cover during the visit, and then 
check them off as they come up in the informal give and take. 

1.4 WHO SHOULD SERVE AS HOST 

Too often, visits to the agency by important people 
(anyone who controls some resources that the agency needs, such 
as money or job orders is an important person) are hosted and 
dominated entirely by the agency manager . He is usually the 
person in the agency with the least direct knowledge of the 
agency's enrol lees, and their problems and desires. He usually 
has the least contact with enrol lees and least knowledge of 
what actually goes on between enrol lees and staff, and between 
enrol lees and employers. He will try to impress the visitor 
with things managers care about such as numbers of enrollees, 
staff size, budget, efficiency, physical facilities, his need 
for more staff, space, etc. 

But these are not the things which will get the visitor 
to hire and retain more disadvantaged enrollees. Of course, the 
visitor should meet the manager and get some attention from him 
(so he feels that his visit is important to the agency) but it 
would be better if he spent most of his time with line workers 
atid enrollees. Then he can get interested and involved in the 
agency's objectives , instead of being shown the agency's life 
as a public institution or orgaization. The more time the 
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visitor spends in the manager's office, the less likely the 
objective will be achieved (unless things are so dead outside 
the manager's office that it would be better that the visitor 
not see what is going on). 
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I strategy' #2: ARRANGE A SUCCESSFUL EXPERIENCE FOR THE EMPL0YER~| 

ihe agGncy tries to make sure that once it has a foot in 
the door, the employer will be receptive to further hiring and 
retention programs. This is done either by cat'efully selecting 
the first enrol lee to be placed in a comoany, or by extra coaching 
attention to the enrol lees placed there. EXAMPLES : 



(a) o< the cUoit \ (Wioi <nto thii pait-ccutoA 

MA3 picgiiim :oc*:c ta'idij d didn't i/icno up at aCC 

that daij lecik bc.canbc than ovca,i>icpt. Ai a thtij 

aCTnc6t ioit th(U,a jobi. 1 began tc caU the cUcati evdy 
moaning ic that tiicij n'cieid get to loolfc on time untiZ the.ij 
had received a check, be they ccald pniichaie an aZaam clock. 
Thib may theif u'cre on tame ivclk and the compantj began 

to get another impr cbbuni o^ the eZientb and didn't termi- 
nate them ^rom -''joc Job. The cZaenZb got to loork on time 
and tJiib morked i^c-r the other groupb o^ cZlentb ivhen ^Zrbt 
btaateng on the job. A.J a ‘■abntt tiie company veCanteeAed 
to call Jomc ci the ciaentb in the morning too. 

(b) When intervieoing the cllenZb f\or. thZb pa/itZcular. coimpyany 
I would exoloAn th.e. di^ ^erent k< ndb of^ meAchand^A>e people 
normally btole m the company and the many loayb the 
company'b becari tf' department had tc catch them In the act 
ofj bteaZlng merchojidibe. I thought tkib might (HbcouAage 
them {^rem bteaZing . Fcioer o^ theb>e cZlenti btole anything 
af\teA, and made the company wiZlZng to take a chance lolZh 
clZentb idio had prlicc recerdb ^or. steateng. 

A btrong appeal and patient waiting f,or an Interview or. the 
puApcbe Of) conveyl ng to ^he bupeaviAor the parZecular abllctlet 
0 |^ t/ic qualified client I had applying ^or the position adver- 
tibed In the paper. A^er appeal loab granted, the producing 
oi) tJ\e client toab then neccbbory and accomptlbhed, client locw 
Interviewed, screened and tested. A^tex passing all phases 
the interview the clleoit was reluctantly hired and went on to 
a co;wiendable job i,cr the company, thereby paving the way ^or 
another hlree (cExcnt) In the bomeichat hostile company. 
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CQWENTsTI 2.1 OPENING THE DOOR WIDER 

This strategy is a good one for following up on the first 
strategy of getting the potential enployer involved in the 
agency's program. If the first is a foot in the door, this is 
getting the door opened wider. But it depends on getting the 
first break--on getting the errployer to agree to accept the 
first enrol lee. Then the agency can go all out to make that 
first experience a success. Once a pattern of success has 
been produced, the agency can de-escalate its efforts gradually. 

But getting the first break is still a problem. All we 
know from the exanples is that it takes persistence and patience. 
There is probably a great deal more to be known about ways of 
getting conpanies to take that, first step. A project which 
would focus on the techniques and strategies used by job 
developers would be a worthwhile one, if it could produce sets 
of strategies to get around employer resistances. Meanwhile, 
job developers in the agency could construct their own Manual 
of techniques based on their own experience and the successful 
and unsuccessful strategies they have used. 

2.2 CREAMING 

Manpower agencies are very sensitive about creaming, i.e., 
providing the best services to those who are least disadvantaged. 
But this strategy only uses creaming to refer the best enrollee 
to the first placement in a company. Once the employer is hooked 
on the agency as a source of referrals, it is not creaming if 
later the agency follows up a success with more typical disadvan- 
taged enrol lees. It's the follow-through that makes the difference 
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2.3 G ET THE EMPLOYER TO TAKE OVER 

Once the employer has gotten used to the agency and its 
enrol lees, he sometimes can be convinced to take responsibility 
for some of the preventive coaching activities that helped make 
the program successful. In one of the exanples above, the 
employer volunteered to call enrol lees and wake them up, once 
he found out that lateness and absence could be cut down that 

way. 

Similarly, other parts of the agency's post-placement 
supportive service program could be spun-off to employers 
(experience suggests that such activities are more effective 
when done by the company than when done by agencies not connected 
with the company). Employers could run their own orientation, 
supportive services, follow-up coaching, and supervisory training 
programs once their value and methods had been demonstrated by 
the agency. And once the agency has spun-off these activities 
it can direct its energies to other employers. 

2.4 THE PIONEER'S BURDEN 

Another reason for 'creaming' for the first placement in 
a company is that being first places a large burden on the 
enrollee. If the agency has had little or no previous experience 
with the company, there is little it can do to coach this enrollee 
about what to expect or look out fa* on the job. If he knows that 
he is a test case, that the employer's eye is going to be on him, 
and that his performance can determine whether more disadvantaged 
workers will be hired, he must be able to bear this kind of burden 
and strain. In one way, such a burden on the enrollee is unfair. 
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But it is also an opportunity for him to feel that he's making 
an important contribution and may help him do his best. 

But with all that, the agency should be reasonably sure that 
he can support the burden, respond well to the opportunity and 
get along without the preparation and forewarnings that later 
enrollees can receive. 

Again, follow-up is required so that the experiences of 
the first enrollee in the company can be used with other 
enrollees. Careful follow-up contacts with the pioneer can 
be very useful in helping him cope with the extra burden, and 
in getting his experience fed back to the agency for future use 
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I S T RATEGY #3: GE T CO HPANV TO Cnmi ITS PEOPin 



There is a go-for-broke strategy available if it's impossible 
to break through the resistance of company personnel. This 
is to get a higher authority in the confiany to crack down. 
EXAMPLE: 



(a) So I icent to the. diAecte'L ct peJisonnet and told fum about 
the type oj^ re.6l6tance I lou up agoMut and koic unjuit I 
f,elt It I'.vu to the enAotteeA and to me and lohat I stood 
^o\. Wetl, loith constant pieASu^e being put on him he 
ioa.i j^oiced to le^-tgn. 
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[ COHHEKTTn 3.1 WHEN TO "GO FOR BROKE " 

This is a dangerous strategy because if it doesn't work, 
the agency will lose all possibility of working with the company 
again. It is therefore a "last resort" strategy. Even then, 
it is more likely to work when the resistant individual in the 
conpany is low on the totem pole, does not have support from 
co-workers, and higher-ups want their company to cooperate with 
the agency. 

3.2 GET COMMITMENT FROM TOP MANAGEMENT 

If he wants to use this strategy, the agency worker must 
know that higher-ups in the corrpany are in support of the 
agency's obiectives. This is what makes it important to get 
cojrmitment from the top. If such a conmitment had been passed 
down the line, the interviewer who finally was forced to resign 
might not have been so resistant in the first place. 

3.3 IN CASE OF FAILURE 

If this strategy fails, the manpower worker who tried it 
loses his ability to work with the company. But that doesn't 
mean that the conpany is lost to the agency. The company can 
be reassigned to a different agency staff member, whose first 
step might be to try to convince the company that the failed 
strategy was "unofficial" ard was an error of the previous 
worker. In other words, try to draw a distinction between 
the worker who used the strategy and the agency, so that 
another worker can try to save the situation. 
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But it should be clearly understood inside the agency that 
this tactic is called for b> the tigency's objective, and is not 
simply a back-biting competition imong agency staff. This is 
a high-risk strategy, expected to fail, and the staff member 
who uses it shouldn't take it personally it another worker has 
to criticize him (when he deals with the company) in order to 
retrieve the situation. 
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STRATE6V H: BECOME LEGAL ITTm 

When all else has failed and the placenient is important 
enough to fight for, the agency can use the law to get a 
company to offer a placement despite the company's racist 
intent. In order to do this, the agency has to take care of 
the legal evidence well enough so that the company cannot 
weasel out. EXAMPLE: 



(a) Be.cr.iLSe. Lt ioi 4 a weekend and a deadtcne, the union o^^lclaiA 
assumed theif could misplace tiie test 6co\eA, oa someone in 
the ofifiice deJUbeJiateJly misplaced them... But I had 
xehoxed die too applications with the date, and had talked 
the. test cZeAk Into witnessing thelA taking the test. So 
die two weae able to retake the test, and passing it, they 
we^e n.egisteAed the f^oULoioing week. And now they aae 
successfully in the (apprenticeship) paog^um, doing veAy 
wetl. 
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4.1 THE LAST RESORT 

This is clearly a last resort strategy, because the agency 
worker is unlikely to ever have a decent working relationship 
with an employer he's had tn bludgeon with a threat of legal 
action. And the company will probably grab the first opportunity 
to bounce the enrol lees placed there. So it will take constant 
vigilance in follow-up as well as thick-skinned enrol 1-es. 
Nevertheless, if the pay-off can be the breaking down of barriers 
in an entire industry, it is worth it. And because it is a last 
resort doesn't mean that it should never be tried. There is a 
great deal of illegal discrimination going on, and manpower 
agencies do not use the law as often as they could (and should, 
if they are to be advocates for their enrol lees). 

4.2 MINIMIZE THE RISKS 

Manpower agencies are in a delicate position because they 
have two constituencies: employers and enrol lees. They need 

good will and acceptance from both in order to operate, yet 
these two can also conflict with each other. If the agency 
advocates too strongly for its enrollees, it gains credibility 
in the client community, but loses its ability to get placements 
for its enrollees. More frequently, agencies go too far in the 
otner direction and rely heavily on their near monopoly of man- 
power services to keep the enrollees coming. This happens even 
when enrollees mistrust the agency because of its history of 
doing more to protect employers than serving disadvantaged enrollees. 
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But bringing legal suit against an errployer for illegal 
discrimination can make employers very reluctant to expose 
themselves to attack by having relationships with manpower 
agencies. And even if a particular employer has not been 
threatened with legal action, his knowledge that others have 
been threatened may make him reluctant to let the agency have 
contact with him. The word spreads through the business 
conmunity, and racism has been so much the rule in the past 
that even the well-intentioned employer may feel vulnerable. 

So a manpower agency usually wants to avoid legal action 
and the worker is well-advised to avoid threats it the agency 
is not going to back him up. An implied threat, however, is 
less dangerous and may be effective enough. Just presenting 
the employer with proof, as in the example, can be sufficient 

to imply a threat of legal action. 

There is the least risk of all if the agency can arrange 
for someone else to take the legal action (e.g., a civil rights 
group, or an equal opportunity enforcement agency or even the 
enrol lee himself) with the agency's own role kept minimal or 
at least not publicized in the employer conmunity. 

4.3 TURN THE THREAT TO GOOD ACCOUNT 

If employers in the community are nervous about being 
exposed to legal action for disc>"imi nation in employment, 
the agency could take the position that a high degree of 
cooperation with the agency's program and objectives might be 
an effective way for employers to be able to avoid legal action 
and prove their lack of racism. This isn't blackmail; it's true 
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4.4 KNOW THE LAW 

In ordGr to usg this stratGgy at appropriatG times, the 
agor.cy :taff will need to know just what the law is regarding 
evidence of discrimination in employment. This law changes as 
new court cjses com® up and new principles established. There 
is also a developing body of principles that state and local 
enforcement agencies use in establishing evidence. Agency 
staff will need to keep up on these things if they are going 
to get the kind of evidence that will convince an employer 
that there's a potential case against him if he continues to 
he kesistant. Keeping the staff up to date on the legal 
issues is a task for in-service training. 
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RESOURCES: 1 There are four kinds of "support systems" which agency 

managers can develop to enable staff to use the strategies in 
this chapter. If workers are going to try to get uncooperative 
or resistant employers to develop greater enthusiasm for the 
agency's objectives by getting them involved in the agency 
program, there needs to be (1) planning for employer involvement 
with staff and enrollees . 

Getting such involvement is part of a foot-in-the-door 
strategy. It doesn't make sense unless there is (2) fol low-up 
in developing the employer's program and participation . Thus , 
a system for making sure that such follow-up is done by the 
agency staff is needed. 

These strategies are all based on at least some minimal 
level of contact and cooperation from the potential employer. 

He has to open the door at least enough to get a foot in. 

Agency staff could be helped by having at hand a set of (3) 
techniques for dealing with typical employer resistances that 
come up during this early stage of employer relations. The 
agency could get those staff who are in contact with employers 
as part of their job to develop a set of strategies based on 
their experiences, perhaps similar to this Manual. 

Finally, agency staff can function more effectively as 
client advocates if they know more about anti -discrimination 
law, enforcement practices, and mechanisms for gaining compliance. 

A continuous program of (4) in-service training in equal opportunity 
law is needed. 
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i~HsmJRCE #1 : PLANNING FOR EMPLOYER INVOLVEMENT 

In order to profit from the visit of an employer to the 
agency (and to avoid the potential dangers) management should 
see to it that the staff becomes familiar with the general 
pattern and reasons for these visits. It would probably be 
wise to experiment first with "safe" employers and get feedbacic 
from them, before using this approach with an important 
potential employer 

In addition to visits to the agency, there are other ways 
in which employers can be co-opted into developing a conmitment 
to the agency program. One way is to follow up on an agency 
visit by asking the employer to make some visits to other 
potential employers. He can accompany a job developer on his 
rounds. Later the employer could be asked to arrange contacts 
for job development with other employers he knows. 

Agencies sometimes invite employers to talk to enrol lees 
in orientation and assessment programs. This can be a valuable 
experience for both enrol lee and employer, but often the objec- 
tives of such a visit conflict with those described in this 
chapter. The employers an agency invites to visit in order to 
get them involved are likely tc be those who have not been 
cooperative. They are probably ignorant or naive about black 
people, if not outright hostile. If such a visit is also used 
as part of the orientation program in order to kill two birds 
with one stone, the orientation program and the enrol lees in it 
could be damaged. It is unfair to enrol lees to subject them to 
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an employer who may do little more than arouse their antagonisms, 
resentment, and feelings of despair about ever making it in 
the world of employment. It also defeats the objectives of 
orientation and assessment. 

The agency should select the employers it wants to parti- 
cipate in the orientation program in terms of the objectives 
of such participation. The criteria for such selection are 
likely to be quite different from those used in deciding to 
invite an uncooperative employer to visit the agency for 
informal contacts with staff and a few enrollees. 
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resource #2: EMPLOYER FOLLOW-UP 

Most agency follow-up is built arv')und enrol lee progress 
after placement. But the strategies in this chapter are 
directed at developing the employer's program from resistance 
and racism toward cooperation in hiring and retaining the 
disadvantaged. These strategies call for a graded series of 
employer experiences going from foot-in-the-door to an agency 
visit, to placement of a highly qualified "pioneer" enrollee, 
to a de-escalation of services and enrollee preparation as 
the employer takes over more and more of these functions. 
Employer progress along this path should be charted, just as 
enrollee progress is monitored. That means employer follow-up, 
case conferences about employer relations strategies, and a 
system for being sure that timely next steps are put on the 
calendar of the staff member responsible for carrying out the 
strategy. 
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I RESOURCE #3: EMPLOYER RELATIONS AND JOB DEVELOPMENT STRATEGIES] 

An excellent resource document on job development and 
employer relations is Job Development for the Hard-to-Employ , 
by Louis A. Ferman (available from the Manpower Administration). 
This book, however, describes broad battle plans but doesn't 
describe detailed strategies which could handle specific 
employer resistances and problems. 

Yet the experience on which to base a manual of techniques 
and strategies does exist within manpower agencies. What is 
needed is for manpower workers to organize and put together 
their experiences with various strategies into a form like 
this Manual. Then it could be used by new staff, the techniques 
could be studied and their use could be more carefully planned. 
Getting the agency staff to put together such a manual would 
also serve as an excellent in-service training experience, 
because it would lead staff members to become more self-conscious 
and critical about the things they do with employers. 
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RESOURCE #4: TRAINING IN EQUAL OPPORTUNITY LAlT~| 

/ 

The final resource which agency management can organize to 
help staff use the strategies outlined in this chapter is a 
training program on equal opportunity law. Representatives of 
watch-dog agencies and compliance enforcement groups could 
periodically bring the staff up-to-date on where the teeth of 
the law are, and the kinds of evidence used and accepted by 
enforcement agencies. Such a training program should be 
accompanied by the development of agency policy regarding the 
extent and nature of its participation in activities designed 
to achieve equal opprotunity for the disadvantaged and 
minorities. Incidentally, calling on representatives of 
enforcement agencies is a good way of developing the kinds of 
links which would enable the manpower agency to contribute to 
enforcement while keeping a low profile in the employer 
community. 
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ENROLLEE HAS BEEN FIRED OR LAID OFF 



An enrollee has been fired or laid off or the company 
wants to fire the enrollee. 

EXAMPLES OF THIS PROBLEM 120 



Keep the enrollee on the job. 
EVALUATING THE OBJECTIVE 



123 



There were four strategies coaches used to achieve the 
above objective. 

1 . CHECK OUT NATURE OF PROBLEM 

2. NEGOTIATE WITH THE COMPANY 

3. NEGOTIATE WITH THE ENROLLEE 

4. MAKE A PLAN AND CARRY IT OUT 



Five resources would be useful in dealing with this 
problem. 

1 . RACIAL/ETHNIC STAFF MIXTURE 

2. FLEXIBLE ORIENTATION 

3. ACCESS TO EMPLOYERS 

4 . ACCESS TO SUPPORTIVE SERVICES 

5. ADEQUATE RECORDS 



142 

145 

146 

147 
149 
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EXAMPLES 



PROBLEM 4: 



An enrollee has been fired or laid off or the company 
wants to fire the client. Despite agreements to consult with 
the agency before an enrollee is let go, in 80% of the cases, 
the enrollee had already been fired before the coach found out 
there was trouble. However, in about half the cases, the coach 
at least found out about the situation directly from the company 
(especially if the enrollee was in a company training program 
such as a NAB-JOBS program). EXAMPLES : 



(a) cJUdYLt vQA.y taZkcutivz and ptay^fUZ duA^ng tkz 
tAcu-Yiing poAt o{^ tho, pAogAom. Thz company koAiXayvt 
about placing tht6 client into poAmanent employment 
because they ^elt he wouldn't won.k out on the job. They 
oLtiO ielt mo6t o{^ hl6 playing oAound tn the pAogAom ivo6 

a Ae6 ult Oi^ him being veAy young, and they weAe cnmideAing 
not hitiing any moAe young {17 yeoA old) clients. 

(b) FeAionnel at one o{, the oil companie6 involved with Job6- 
Now ^elt that one Oj^ my clients wa not inteAe&ted in ^ 
woAklng in tkeui company, because he wa being veAy with- 
dAown in the tAotning 6ection^ o^ Aemedial. cla^^e^, and 
they wanted to teAminate hiin. But I {^elt that they ihould 
not terminate him ^oa that Aecu>on. 

(c) I Aecetved a eaZl ^Aom a depoAtment 6 upeAviAoA concerning 
thii paAticulaA client. The 6upeAviAoA complained that 
the client w )06 daydAeaming on the job and i{, I couldn't 
get the client to 6hape up they would have to let the 
client go. The ^upeAviAoA and I agAeed that I should 
talk wi^ the client be^oAe he took any deiinile action 
on Aeleoaing the client. 

(d) A iupeAvlioA wanted me to come in and 6ee him. The client 
wa& ^iAed because 6he dAe&ied too j^loAhy and the men on 
the job paid moAe attention to her than thelA woAk. 
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OBJECTIVE 



EXAMPLES 
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(e) AdtuMy, tku imch a m-aundoAAtandlng. Thd cZizyU, oAe 
40 many dLidvvU , wJ04 not iamttian. lAxlth tkz dV 2 A.yday codd 
OA oXhtdi) by iohtc.h the. iooaktng cZa66 goy^ne,d. Vue. o 
a de.atk In kls family, atiznt pHjoae,e.dzd m.tkout h^^ucaZton 
to {jOiZoiA) kLi om tntiUtton by tzavtng tom {^on. the. t^uneAac, 
He, had made, no dUoht: to tn^oam my^el^ on. the, company at 
iA}hU,ch he, u)onke.d o^ hts dcpantunz, ifJeZZ, by the. ttme. I _ 
le.anne.d o{^ thU, he. had been {^tned. I coutdn t do anything 
until he came back, because I Mayn't 6uAe ti he wo4 corru.ng 
back. 

Company called to tell me that one o{^ my clleyit^ had iell 
out on the job. They thought he had eptlepi^y [and 
tenmtnated fits employment ) . 

(gl The/ce Mas a question on the application about a/iAest neconds 
and both clients staled no pnevlous senloos oAAeyt necon^. 
The applications MeAe checked, they MeJie tnZenv -ceiled ana 
hlned. kitex thnee days o{^ Monklng I necelved a ca^ 
personnel, knnest aeconds had been nevealed on both c^enzs 
One Mas a convicted mundenen and the othex a convA,cXed 
naptst. Pexsonnel In the meantime notified the clce^ tmt 
they Mould be dismissed ^on falsification of the application 



In only about one quarter of the cases did the coach find out 



about the problem directly from the enrol lee. 



EXAMPLES: 



Ih) This client had baby-sitting problems. She had used a 
baby slttex at one time, but the slttex had problems. 

Then she tiled a day ca/ie centen. Mlthout bus sexvsee, ana 
had difficulty taking the child. Hea last aesoAt Mas 
lof couASe] Aelatlves, Mho axe aliMays moAe demanding. 

All this Mas a pxoblem Mith hea job and hex supexv^isoA 
had thxeatened sevexal times of hex dismissal. She Mas 
tempoxoAlly laid off to txy and aUevlate the pAcblem. 

She phoned me and had asked me to help. 
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EXAMPLES 



U) CJU-HYVt doJilzd in.om home, and told me, he, had be„en ^l>ied 
be,cau^e. he, and kh) ^on.eman had a mli undeA^ landing . 

He, 6 aid the, ioKeman Mantzd kim to mop the, iloon. aAoand hl& 
machine.. . .hz 6otd he didn't loant to do tt because he. 
Mayn't a Janiton.. 

ij] The client looi m/ihing. Hz Iz^t tom, went back to thz 
company ioA luA job--hz didn't havz it. Thz client 
called thz coach to zx]olatn thz coAZ (later it turned out 
to be a death in the family). 
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EVALUATING THE OBJECTIVE 



1 STRATEGY 



Objective: 



In all of these cases, including those where the enrol lee 
had already been fired, the coach's ultimate objective was to 
keep the enrol lee on the job . Often this involved shorter-term 
objectives, such as finding out why the firing took place. Once 
this was known, he then tried to eliminate the problem. 



evaluating 

THE 

OBJECTIVE 



Coaches had varying views about who was to blame. In a 
few cases, they saw the employer as being in the wrong. In 
others, they blamed the enrollee. But in most cases, they 
understood the logic of both positions. Despite this, the 
coach took the role of enrollee advocate, no matter who was at 
"fault." Even when the worker felt the enrollee was clearly 
responsible for messing up on the job, he took the position 
that the company was taking advantage of the situation: 



ThyCii woi no onz’i iaixtt but thz Tkl6 

had a {^cuOity de.ce.yit job but ht6 ^tU.encl6 ju6t oatoetg ned 

job. AfiteA MOAk one day, the tnevttabie happened.^ 

Ht6 iAiend6 Me. busted, and he just happeyied to be uitth 
them. itleZt, the hap voasyi't too heavy, but he had been on 
the job just long enough to blouo a good AecoAd. He ukis 
fitted, oi couAse. But.. .he got o^ shoAt [end] It gave 
me a chance to talk to him about kls job. This tvoAked 
out iavoAably. The next ffioblem Mas to peAiuade his 
employees to AccoyistdeA km. ifJelt, i had to stoAt at the 
top and MOAk dou)n. It's Aough MOAktng uUth white ^olks 
Mho at the least incident Mitt gladly dLsmiss a bAotheA. 
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CAUSES OF FIRING 

In half the cases, enrollees were fired because their 
behavior on the job was considered inappropriate, uncooperative 
or in some way objectionable. In only one case was the actual 
qaulity of the enrollee's work at issue. 

In 20% of the cases, the firing was a consequence of 
legal problems. In one of these, the clients had not reported 
previous convictions on their work applications. In the others, 
the enrollees were arrested and jailed while employed (see also 
Chapter 6). About 25% of the cases involved lateness and 
absenteeism. One of these was a baby-sitting problem. Two 
were situations in which the enrollees simply left town to 
attend funerals of relatives without calling in to explain. 

And in one case, the enrollee lived alone and often overlsept 
without hearing the alarm clock. 

In short, almost all the examples concern issues other 
than inability to perform the work. Each situation is different, 
so it's very difficult to expect that all, or even a significant 
number of enrollees, will have similar problems. EXAMPLES : 

(a) In one co6e, t/ie c,Uzvit to mop up oAound 

mac-fUm, intQAph.edU.ng thz ioh.eman'6 oh.doA o6 deg ^lading . 

It tuAned oat that £iQ. ^oAeman thought the oiZ 6pitt 
dayig&AOLLi'ty 6JLLppQAy thz wo/tfecA, ond Xihcvt dtl iVtdcltin& 
opeAcuto/u oAz 6uppo6ed to dean up oAound theUA macJune.6 
a^ a 6a^ety mecu>uAe. The ^ofiman aZio 6oid that the ctient 
had a "good undoMtanding the machU.nQy&" und woi thoAe^ofie 
a good ivoAkoA. 
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(6) One cZi 2 yvt had uoheU 6zmzd to be an tplizpUc. attack, 
tjohtcJi latcA turned out to be a AC6u£t fiavtng taken 
the tA)Aang medteation a headache. 

(e) A tAdinee tn a company p'Logda/n seemed uin-yite^e6ted tn 
the Amedlad. clab6ed> and bon.ed, because he too 
bright i) 0 n. the nmedtatton. 

(d) A c/oung trainee ptayed oAound duAycng ta.atntng, and 
didn't iem matuAe and ientouu> enough to the company. 

(e) A cttent'6 ilaihy dAe6iing dataacted men on the job. 

(i5) A Remote cJiient made many mtttakei tn heA mdk, became 
0 ^ anxtety oved ^amtty pdobtemi and vt&ton dA.^^tcutty 
iiohtch ihe cautd not a^^f^oKd to coHAect to-tth gZaA6ei. 

(g) Money dt6appeoA.ed j^Aom peopZe'i deilt6, and the ctient 
woA ^t^ied became o^ 6u6ptcton, aithough theAe lom no 
evtdence to suggest that she had stoZen, 

[h] A untontzed company placed two clients tn hated jobs 
wtthout havtng ^tASt posted them. The. unton complained, 
and AequtAed that the two be j^thed. 

[t] Anotheh client woAked slowly, not tuAntng out as much 
100 Ak as expected, although the woAk he did was ofi good 
quality. The company thought he was daydAeamtng. The 
pAoblem was that hts wtj^e and chtld weae both til, and 
he didn't have enough money to pay ^oA medical coAe, as 
he had not yet Aeeetved hts j^thst pay ^Aom the company. 
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In dealing with this problem coaches always used more than 
one strategy. Unlike earlier chapters, the strategies that 
follow are listed both by how often they were u:ed and the order 
in which they were used. 



STRATEGY #1 : CHECK OUT THE NATURE OF THE PROBLEM 



When a coach heard about a firing, the first step was 
to check it out to see what was going on. If the notification 
came from the company, the coach most often checked it out with 
the enrollee. EXAMPLES: 



(а) I mnt to tkz cLizyit'i hoiLSz to ilnd out wky kz hadn't 
been to mKk. Hz 6cUd that kz had bzzn oAAZttzd and kz 
didn't mnt to tzM thz pzoplz in pzA6onnzZ. 

(б) Wott, by tkz timz I tzcumzd 0 |$ tkii>, hz had bzzn f^Vizd. 

I couldn't do anything until kz cmz back, bzcau6z I 
Mayn't 6UAZ kz u)o6 coming back. But hz did. Hz atio 
apologizzd to me. {^oa not telling anyonz, and 6oid kz 
wantzd to aztuAn to mak but knzio kz had bzzn ^Vizd. 

(c) Thz 6upzn.vuoK had cxpiatnzd to mz that thzAZ woi nothing 
loaong with tkz quaZtty OjJ hii> uJoAk, only thz quantity, but 
hz agazzd that I could talk uoitk thz ctiznt bzf^oaz any 
dz^initz action wol6 taken. I oAHangzd ^oK an appointment 
with thz client thz vzAy 6mz day. Thz client knew nothing 
of, thz zxHting po66ibiItty that kz w'OA paobabiy going to 
be azlzoizd. I zxplatnzd to thz client that acco/iding to 
the feedback that I had Mzcztvzd, zvzAyonz wot plzcazd 
loith thz quality of hit> woak but kz just u) 0 !> n't doing the 
amount of tooAk kz should and that it 6ccmzd that kz tA^cd 
to skate by as much as possible. Tkz cltznt explained to 
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,*^e mm md he thought (le muldn t undeAitmd. 

I made MAmgmtnti to oiiV- *e ^ziU on 

VuAing my ouU ikz tnioimzd me othy ihz , 

mlitdtzi zoMtunUy and fiow ihz w<u a(>uud to 

peoiionat (amity pAobiem to hzA oihUz heA 

al6o iniofunzd me that 6ha u)o6 having 

vAj^lon and that 6hz needed gla^6(ts but um unable to 

aUoKd the expense. 



Sometimes when notified by the 
own knowledge of the enrol lee, 
checking the agency's records. 



company, the coach checked his 
and usually backed that up by 
EXAMPLES: 



(^) So bu mu having complied data on him Involving the aiwu^ 
7< (AfLuoncn o^Uous job MuaUont, I 
ml oUlee to get thU In^o Amotion to pnave ta them ^at he 
uoL capable oi pea doming any u)oaJz tMk w)o6 

ahaJUienge. {The company had 

Mlthckawn and untnteae6ted xn the fiemecUal cio44e4 duAA.ng 
t/Lotnlng ) . 

(bl I ijoent to ouA. Aecofidi to check hU medical ioAm^} The/ie 
i^Tno Mzatlonl o( zpUzpAy I o,e^ to hu home ^ 
talk i/olth him. Hz 6old that he had taken iomepi^ ha 
mothzA had glocn to him. HU 
had pAZicAibzd them (oa hen headache* . 
too 6tAong 6oa. him. Thli u)ai the only my I eoutd get 

to the tA.uth. 
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(c) JlvLij caIZdd me and I loznt out to taZk ivttk 

peA6onii2f. about tiiz ^at6t^tcati.on ojj thz aciAe^t n.e.aon.d 
to Olij and iotvage. tliz ctiznts' job6. A{^tzn. I dt!>cuf>6zd 
thoAA fUKUDfidi,, tko, fizpo^ j^Aom th 2 AA pfiabation o{^{^lc.oA 
uoklch (J0U6 ^avoAablz, and thexA peA^o^anez at Job6-Slou), 
peAAonneX let tliz cltzuts feeep theuA j'obi on a tAtal 
bu6t6 . 

(d'l Tkzy afJiO f^ett mo6t (tt6 playing abound In thz pAogAcm 
1006 a AeMitt 0 |^ ka^i bzlng veAy young and ujeAz c.o n^. IdeAtng 
not IviAtng any woke young (17 yeoA old} cLLent6. I told 
the company that ije^, tki6 client did talk and play too 
muck, but talking loob a poAt OjJ hl6 chaAacteA and that I 
didn't think tko6 uoould keep him {^kom peA^okmlng on the 
Job. 

In only one case, the coach didn't go further than checking 
the complaint out with the company itself: 



(e) I mnt ovek and talked to the peo6onnel managek. I 

told him that 6lnce he had not 6een the client take any 
money 4o Aeally you oke not 6uppo6ed to ilke someone, on 
6u6plcton. The outcome mo 6 that the client u)06 Aehlked 
and l6 htmi employed at that company. 

When the coach was told by the enrollee, he sometimes checked 
it out with the company before taking any steps to solve the 
problem: 

{(5) I called the company and talked to the ^oAeman. The Aeo6on 
I went ddUiectly to the ^oAeman Instead o^ thAough peA6onnel 
1006 to e6 tabll6h a mkJkable^ Aelatlonshlp iA)lth him because 
he Mould have peA6onal contact mth the client eveAy day. 

He told me the Aeo6on tohy he o6ked the client to mop the 
^looA M 06 that It M 06 vcAy dangeAou6 because o{^ oil and 
6Ckap metal. He 6old lohen he told the client, the client 
6old he didn't loant to do It becau6e he 6old he M06n't a 
JanltoA. I o6ked him l^ I could get the client to undeA- 
6tand tkl6. Mould it be OK l^ the client came back. He 
6 old yet, because the client, had a veky good undekt landing 
0|5 machlnet. The, only thing MAong M 06 that he needed a 
ciiange In attitude. 



o 

ERIC 



-128- 



143 



\ PROBLEM H I 

rollee has 
been fired 
or laid off 



OBJECTIVE 

Keep enrollee 
on the job 



STRATEGY #1 : 

Check out nature 
of problem 



4 ‘ 



RESOURCES 



EXAMPLES 



HowGver, in most cases like this, the coach checked up 
with the company during the process of trying to get the 
enrol lee's job back. These negotiations are presented as 
Strategy #2 (below). 
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C0»Ffsn 1.1 STICK TO THE OBJECTIVE 

In some cases, the enro'Ilees' employment difficulties were 
affected by racial prejudice among the employers. The company 
may not have been as quick to fire someone they suspected of 
steal ing--wi thout any evidence--if he were white. A competent 
enrollee may not have been automatically put into a remedial 
program if he were white or didn't come from a program for the 
"disadvantaged." A foreman may not have assumed that an 
enrollee who was upset by family problems was lazy, if he thought 
of the enrollee as a responsible family man with problems like 
his own. The enrollee who was ordered to mop up around his 
machine might have been more cooperative if the order had been 
given in u different tone--a tone that did not imply he "needed 
a charge in attitude." 

These are '^.ome of the ways new workers in a company, 
especially if they are black, continue to be the last hired and 
the first fired. They are always "new men" in the shop. As 
such, they are usually treated with more suspicion and less 
understanding than long-term employees. These are some of the 
subtle ways in which the functions of employment situations 
maintain poverty and disadvantagement among minority groups. 

But the n'gnificant thing is that the coaches who dealt with 
these situations nevertheless stuck to the object! ’'e of keeping 
the enrollee on the job. And that meant they either withheld 
judgment about employer racism, or chose to help the enrollee 
keep the job instead of trying to change racist attitudes in 
somj employers. The coaches reasoned that even i f a particular 
employer had prejudicial attitudes, they might not prevent tne 
enrollee from getting his job back. 
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1.2 REDUCE RACE ANXIETIES IN ENROLLEES 

Another problem described in the incidents came from 
racial anxieties in some enrol lees. For example, there were 
several cases in which enrol lees said that they couldn't tell 
their foremen about the personal problems that were bugging 
them because they felt that the foremen, being white, would not 
understand. As it turned out, the foremen were more understanding 
of problems caused by personal worries than of those they felt 
were due to laziness or stupidity. If the enrol lee had felt 
free to explain his special sensitivity about being treated like 
a janitor, the foreman wouldn't have been so quick to think of 
him as having a bad attitude. Thus in some cases, the failure 
of communication between worker and foreman resulted from false 
expectations on both sides. 

This kind of anxiety is fairly common. Psychological research 
has shown that many minority group people become inhibited when 
they deal with people they see as more powerful, having higher 
status“"or as potential enforcers of "keeping the niggers in their 
place." Under such circumstances, many clam up. But they are 
much more likely to clam up around topics that are personal. 

This means that the worker can't assume that because an enrolled 
raps well in the agency he will also be able to deal with a fore- 
man about personal issues. 

The worker can check out whether the client responds differ- 
ently to whites and blacks in the agency. For example, the coach 
should notice whether the enrol lee responds more easily to him 
(because he is black) than to a white counselor or job developer. 
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If he does, that is a clue that he might be inhibited in dealing 
with a foreman. And this can result in poor communication 
which can endanger his job. 

An alternative way to check it out is through role-playing 
practice with the enrollees during orientation. The worker 
can find out how they would respond to someone in the role of 
supervisor, and then help them handle these kinds of everyday 
interactions. However, it would be a mistake to make alj_ 
enrollees go through this kind of training, because only a 
minority are likely to have problems like this. It would be 
a waste of time, a put down and boring for those who don't 
need it. 

Once the worker has determined that a particular enrollee 
gets anxious when dealing with foremen, he can; 

1. Place the enrollee in a job where his supervisor is 
the same race or ethnicity as the enrollee. 

2. Keep close tabs on the enrollee after placement so 
that he can talk with the man for him, or at least 
lend support if the enrollee has to talk about a 
problem to his supervisor. 

3. Give the enrollee practice in advance, through role- 
playing and simulation.* 

The least effective method is for the coach or agency to talk 
to the enrollee about "attitudes." It is the enrollee's behavior 
in crucial situations that is important. If the enrollee can 
handle these situations, the attitudes will take care of 
themselves. 

*See references on page 12 for instructional materials on role- 
playing and simulation. 
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1.3 GET SUPERVISORS AND EMPLOYERS TO CHANGE 

An enrol lee's anxieties about talking to foremen come 
from several sources. They come from the whole history of 
minority groups vs. members of the dominant society. They 
come from the individual's past experiences. And they come 
from clues he picks up that lead him to expect someone to act 
in a racist way. In a sense, it's like "making the victim pay" 
to put all the burden of change and adjustment on the enrol lee, 
especially when foremen are in a much better position to change. 
The agency could try to help supervisors respond to minority 
employees so that adequate communication and accurate perceptions 
of each other are possible. The same kinds of techniques used 
with the enrollees--role-playing, simulation, rehearsals of 
common si tuati ons--are applicable to supervisors as well. Coaches 
might be involved in such a program, but it is more likely that 
programs of this sort will be handled by other sections of the 
agency. Some strategies for changing employers that coaches 
might use are presented in Chapter 5, but that chapter does 
not present a comprehensive set of employer relations techniques. 
Nevertheless, although the center of the coaching role is to 
deal with individual enrol lees, such efforts are only half the 
job of the agency. 
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STRATEGY #2: NEGOTIATE WITH THE COMPANY 

Once the coach had a sense of what was going on, his 
next step was to negotiate with companies. These were of 
two types. In the more common kind, the coach spoke (or 
advocated) for the enroll ee directly with the company. 
EXAMPLES: 



(a) I h-dZcJidd tkUi (obtained from the client and 

his mother to indicate that he did not have epilepsy, but 
had simply taken the wrong pills) to thz company and they 
weAc vo-ttting to take him back. 

(fa) So by my having complied data on him Involving the amount 
0 ^ ^/LiJuUaatlon on vaAlom job 6ltuatlon6 (that he had been 
able to handle In the peust ] , they all agreed that he 
VQAy comp^zhzyidlng any ihtujitLon. And tkdy do^Oyido^d 
that he should be taken out 0 |^ the remedial clo66e6 and 
placed In a moae challenging training section. A4 a aeiult, 
he graduated {^nam the and wjo6 placed on a meaningful 

job, vcheae he pn.e6ently coo/iklng. 

( c.) They called me and I Immediately uent out to talk. ujlth 
pe/f ^ 0 nnel about the falsification of the ajoiett fiecofid to 
th.y to salvage the clients' jobs. kfteA I ducussed thelA 
aecoads and aepoats ffiom thcOi probation offlceA, lohlch 
Mas favorable, and thelA peAfoAmance at Jobs-NoM, petuonnel 
let the clients keep thelA jobs on a t/ilal basis. It 
should be mentioned that It Mas pointed out to personnel 
that the clients Mete not brought to the company as ex- 
convlcts but as conscientious Moaketis. They successfully 
passed the pAobatlon penlod, Mhlch Mas 30 days, and 
developed Into model employees. One man has noM been 
promoted and the otheA, fAom expenlence Aecelved at this 
paAtlculaA company, changed to anotheA company at the same 
task at a much lilgheA pay level. Both oAe satisfied 
employees and doing Meil. 
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id] 1 oveA and talkzd to thz peAionnel mamge/i. I 

told fUm that he, had not 4een the, cLLznt: takz any 

momy, 6o uaZZy you axe, not 6uppo6zd to ivia someone 
on 6iiiptcion. Thz outaowe, tuoA ^at thz cZtzwt woA 
fizhOizd and aj> 6tilt employed at that company* 

[z] A mzeXtng by mz, thz unton, and thz pex&onnet. manager. 

brought back thz tcoo ctiznt6 (who had been laid off because 
they had been placed in jobs without posting, in violation 
of the union contract) and thzy loexz ptaezd oJi iuZJi union 
mzmbexi) and thexx time (tn gAodz] toai ^tttZ c^^tZetAOz. 

(i^l That'^ (ohzn I had to comz out oi my "high 6uppoJvt" bag 
att the my to thz ytcz-Pae^idznt, bzcaiue, no onz e^ z 
uooutd -ti6tzn. Hz uoa& Aothex nicz about thz Mholz titcng, 
and (OAote, a IztteA Aziexjvai to thz managex o^ employ- 
ment iox mz. And thu6 the company gave both my6Ui and 
thz cltent that uJUtmatz second chanez. Evexythtng tunned 
out pxetty (joeU. The ietZou) u itUl (ooxfUng thzAz [oi 
^ax 06 I knou )} . And I haven't hzaxd any ^oxeamt ^Aom 
thz company yet. 

In the second kind of negotiation, the coach set the stage 

for the enrollee to communicate directly with the company. 

Usually the coach was there as his ally. EXAMPLES : 



(a) Ctiznt voo6 employed but (ocui tznminated because 

ahi>znt,zotm. I vuttzd the company and had a, coniexe,ncz 
lotth the Itnz loAeman and peuonnet managex. Thz Ment 
zxplatned why hz wo6 absent 60 much: he lived by htm^et^, 
thexz (006 no onz thexz to (oakz him up tn the moAntng, hz 
didn't hzoA thz clock and oveulzpt. Thz company gave 
him anothex chanez. 

(fa) Thz cZlent wo6 woAktng. He Izit totwn, and token hz (oznt 
back to the company ^ox kl6 job, hz didn't hove it. Thz 
client called the coach to explain thz co6z. Coach and 
job developzx loznt to thz company with th^cltent, and 
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(c) 



had a coRjJeAence mMi tkz peA^onnel managoA and Hmz 
iapaAv^oA. KitdA. tkt aon^eAznat thz cLiznt told tkz 
peAionncl managoA that he. had a death tn hli family and 
had to go out tom. kiteA a ujcuttng peAtod, he um 
Aetn6 toted. 

He didn't teJU ht6 6upeAvi^oA became he ivai a uhtte mn 
and he thought he eouldn't undeA^tand. I explained to 
the client that he uoai being unAecuonable about the whole 
thing, kt tka> point 1 to oh hAjr\ dlAectly to the ^upeAvlioA 
and the thAee oi o6 dUeui^ed the existing pAoblem. The 
supeAvlsoA undeutood night away, and oMonged ^oA the 
client to get an advance on hts check and explained to the 
client that he was veAy soAAy about the whole situation 
and li he had only come to him eoAlleA the pAoblem could 
have been long since eliminated. The client thanked us 
both and agAeed to accept the help o^eAed and I saw j>jhat 
was a veAy pooA Aelatlonshlp develop Into a veAy good one. 
Since then the client has not galled to pAesent his 
pnoblems to his supeAvlsoA. 

I went to the client's house to ^Ind out why he hadn't 
been to woAk. He sold that he had been oAAested arid he. 
didn't want to tell the peASonnel people. So I told him 
to call and talk with his ioAeman and tell him why he 
was oU. He called and his ^oAeman told him to come xn 
the next day. 
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CO^ENTS: | 2.1 ENROLLEE ADVOCACY 

Coaches act as advocates for thei r enrol lees in these 
negotiations even when they feel it is the enrol lee's fault. 

It is easier for the worker to go directly to the employer and 
negotiate for the client. However, in the long run it is more 
effective for the worker to set up the situation so that the 
enrollee can advocate for himself. When the coach acted, the 
crisis was avoided and that was the main objective of the 
negotiations. However, it is important for the worker to 
include the enrollee in the negotiations so that the objective 
of getting the enrollee to negotiate on his own behalf can be 
achieved. 

Even if the enrollee is just there and does not participate, 
the coach's handling of the situation can serve as a model for 
the client. And the enrollee is more likely to accept the 
worker as a relevant model for himself and confide in him if 
the worker is of the same race or ethnic group. 

2.2 WHO TO NEGOTIATE WITH 

In the examples, coaches sometimes intervened by going to 
the foreman, the personnel department and sometimes even higher 
in the company. While there is no firm rule--a lot depends on 
who the coach has had relationships with in the past--there are 
some general rules that can apply: 

a. Negotiate with the supervisor when the problem can be 
solved by an admi nistrative decision which the super- 
visor is allowed to make. 
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b. Go to a higher authority (usually personnel) if the 
solution involves a change in company policy (or at 
least a temporary suspension of the policy) . 

c. Start at the lowest level and keep going to higher 
levels until you get a positive response. 

d. No matter how high up you have to escalate, keep 
involving the enrol lee's foreman, because he's the 
one who has to deal with the situation once a 
decision has been obtained. 

e. In negotiating, start with a presentation of the facts. 
Often that is enough. If more is needed, use logical 
argument. Save emotional appeal as a last resort and 
don't use it too often or you'll wear out your welcome. 
Emotional appeals make people feel guilty and it's 
easier to avoid a coach who makes you feel guilty than 
to reduce the guilt by keeping the enrollee on tne 
job or taking him back after he's been fired. 
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I strategy #3: NEGQTlA ' tL WIIH THE ENKuLLbbD 

If the problem was caused by the behavior of the enrollee, 
the coach had to negotiate with him and get him to change. 
Often, it came down to making a deal. If the company agreed 
to take the enrollee back or keep him, the enrollee agreed 
to act differently. EXAMPL ES; 



in) CUznt W 04 because too ^hy and thz 

men on tkz job pcU,d wo/e. cuUeMion to keA hum th^ mAk. 
She 0006 oU ^ 0 A two weefi6 and both the ctcent and my6(tt^ 
talked about the dAe66. SupeAvl6oA gave heA onotheA 
chance. She ho6 been woAking ujetl with no dAC66 pfu)blem6 

at aJU. 

[b] I told the companu that ye6 ^ 

too much, but talking wo6 poAt o^ hx^ choAoctzA and th(U 

1 didn't think tht6 would keep him ^Aom peA^oArung on the 

job with a little counseling and tfuU wM 

oeiihao6 he (wuldn't play oAound on the job. So J usea 

the counseling method on an adult- to -adult ^ 

talked about being too talkative and playjul 

This was done because I didn't ivant ^e ^ 

his job oA ^oA the company to 6top fycAcng 

This^ client l6 still employed at 

had two pAomotlons and neveA any complaints that he 

talks too much oA plays oAound a. lot, 

(c) I went to the client's house to talk with to. I told 
him that his ^oAeman wasn't (Uklng to to ^ 

that he didn't ask oi the otheA,wo^eM^a*yi ^ he^ ... 
' only thinking oi his safety, I 
h^ to mop a six ioot oAea, He 

oQAeed, I told him to AepoAt to woAk the next day, 

Uow he has been With the company ioA six months. 
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3.1 TAKING THE EMPLOYER'S SIDE 

In each of these examples, the coach found himself 
taking the side of the employer in getting one enrollee 
not to dress so flashy, getting another to do less playing 
around and a thiro to mop up around his machine. There is 
a danger here that the enrollee will see the coach as being 
on the employer's side. That danger is even greater if the 
coach is white middle-class. 

However, there are some things the coach can point out 
to avoid giving the impression that he is siding with the 
company: 

a. He can point out that he has also negotiated with 
the company and gotten them to do something for 
the enrollee (i.e., keep him on the job), so he 
shows that he is clearly on the enrollee 's side. 

b. He can point out that he is dealing with a reality 
situation and is telling the enrollee the least he 
has to do to keep the job. He isn't making decisions 
about right and wrong, or saying how an employee 
should act towards his employers. 

Besides these methods, many coaches can also use symbolic 
actions to identify themselves with the enrollees — such as 
ghetto slang, using the rhetoric of The Movement, special 
in-group handshakes, etc. 
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r STRATEGY #4: MAKE A PLAN AND CARRY IT OUT 

In some cases, negotiation was not enough. Some kinds 
of problem-solving actions had to be taken and the enrol lee 
couldn't take them alone. In these cases, the coach developed 
some plan to solve the problem and sometimes was the person 
who had to carry it out. EXAMPLES : 



(a) 7/ic cJUzYVi zxpl£Unzd why hz Mdi ab^znt 6 o mack: hz tivzd. 

by hA.mzli and no onz woi thzAZ to coakz ktm up in thz 
mo^yiLng. Hz didyi^ t hzoA thz clock avid ovzAAtzpt. Thz 
company gavz him anothzA chancz, ii wc couZd QZt him to 
iA)o^k ion. two mzk.6 . Thz coach woa cakzd to caZt zoztiy 
day and gzt him up. 

(b) (nJz£l I didn't know too much about 6uch pn.oblzmi> (baby- 

sitting ion. thz child oi an zmployzd cliznt) and still 
don't. But I tnlzd to annangz thz situation thz only 
way I could. I talked hzn. zmployzA into hinlng a izmatz 
^/itzyid OKI ciyiothz/i 6ht^t, loho al6 0 had a cJfiLtd^ 

By them wonking two szpanatz shiits they knew each othzA 
wzH and could take coKz oi zach othzA's child. It 
won.kzd bzautiiully ion. a while, but hex buddy began 
having pn.oblzmi wiXh thz people on thz second shiit— 
pfizjudicz. So they both decided to quil and stay home 
to take caAZ oi thzln. childn.zn. 

(c) She also inionmzd me that she ms having diHiculty 
with hex vision and that she needed glassy but i^as 
unable to aiiond the expense. . .The supexvison. and I 
anxanged ion hex to see an optometxist and be iitted 
ion glasses. 
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RESOURCES: J In order to carry out these strategies the worker must 

be able to do certain things. He must be in close touch with 
employers and enrol lees so that he can deal with problems 
before it's too late. He needs to be able to meet with employers 
at all levels in the company and needs information about 
enrol lees to use as back-up in negotiations. He needs to be 
someone enrollees feel free to confide in. He needs help in 
getting appropriate supportive services for his clients. And 
finally, his work would be easier if some of the common problems 
discussed in this chapter could be prevented— or at least 
anticipated. Agency staffing patterns and the design of the 
agency's orientation and assessment program can help in 
dealing with some anticipated problems. These needs are 
described below as five kinds of resources: (1) racial/ethnic 

staff mixture; (2) flexible orientation; (3) access to employers, 
(4) access to supportive services; and (5) adequate records. 

r RESOURCE #1 : RACIAL/ETHNIC STAFF MIXTURE | 

In several of the incidents, communication got lost between 
white supervisors and black workers. The fact that the coach 
was black enabled clients to tell him things they hadn't told 
their supervisors. The fact that the coach officially represented 
the agency enabled him to deal with the company directly. It's 
clear that black enrollees who are likely to be inhibited in 
talking to white supervisors need a black worker, and the same 
is probably true of other racial/ethnic minority groups. 
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But in order for the agency to be able to predict that an 
enrol lee may have difficulties with white authorities, it needs 
to be able to observe the enrollee interacting with whites 
before he is sent to a placement. This is especially true when 
the rhetoric of "coping with Charley" makes enrol lees put on a 
front of self-confidence in their rapping with other blacks or 
their black coaches. Thus, the agency needs to have some whites 
on the staff and some situations in which the enrollees must 
interact with them. 

One problem with this should be mentioned. When whites 
and blacks discuss their interactions with the same enrollee, 
they should not feel as if they were competing to prove which 
of them can "really "communicate or understand. The result of 
such competition is likely to be a false impression of the 
enrollee and his problems. The white staff members may try to 
pretend that an enrollee doesn't have any problems relating to 
them, when in fact he does have difficulty saying personal 
things to whites. This can lead to false expectations about the 
problems the enrollee will have on the job. This means that 
the white in this particular strategy, should be an example of 
whites in general - -not a white that a normally inhibited black 
could deal with in the agency setting. 

An absence of competition between staff blacks and whites 
would require a structure in which differences in status were 
not based on differences in race. In other words, the advan- 
tages of having black coaches would be lost if it meant that 
all the whites in the organization had higher status than the 





-143- 



RESOURCE #1 : 



PROBLEM 

Envollee has 
been fired 
or laid off 



rOBJECTIVE 

Keep enrollee 
on the job 



STRATEGY 

Four kinds 



Raoial/Ethnic 
Staff Mixture 



coaches. The advantages can also be lost if the staff cannot 
feel free to openly discuss such questions as the impact of 
race on a particular client. 
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1 RESOURCE §2: FLEXIBLE ORIENTATION | 

Once the agency can anticipate a particular enrol lee may 
have difficulty in dealing with supervisors, it needs to be 
in a position to do something about it. However, only a minority 
of the enrollees will have such difficulties. It would be 
wasteful and damaging to put all enrollees into the same bag 
just because they are labelled "disadvantaged." It would also 
be a mistake to put such problem enrollees in long-term work 
adjustment or work-training programs simply because thf,y might 
have problems with their supervisors. 

The problem can be handled more easily through such things 
as practice role-playing or small group discussions where 
enrollees can practice saying certain "sensitive" things to 
whites in real situations. For example, an enrol lee can try 
to register a complaint with a white supervisor in a local 
department store and then bring his experience back to the 
group for discussion. 

But the orientation and assessment program has to be 
flexible enough so that all enrollees are not put into the 
same lock-step program. Once the needs of the enrollees have 
been identified, it should be possible to split them off into 
special sets of activities (such as those suggested above) to 
deal with the specific problems directly. 
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RESOURCE #3: ACCESS TO EMPLOYERS 

Clearly, the coach must have the freedom to meet and 
negotiate with employers. If the agency has rules which 
prohibit or limit such contacts, the implementation of 
these strategies becomes more difficult. This can happen 
in agencies which require specific advance permission for 
each employer contact. 

On the other hand, the coach who acts as a totally 
free agent in dealing with employers is likely sooner or later 
to step on the toes of job developers whose objectives include 
maintaining good relationships with companies. Thus, there 
needs to be coordination --and a shared basis of trust— between 
coaches and job developers. 

One mechanism for resolving disputes between coaches and 
job developers could be an impartial arbitrator accepted by 
both parties. Another could be a collegial team structure 
with occasional joint activities in which each could learn 
something of the other's problems and activities. Both of 
these can help build a foundation of common objectives and 
trust between the coaches and job developers. 
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I RESOURCE #4: ACCESS TO SUPPORTIVE SERVICE^ 

The particular problems some enrollees experience on a 
job are quite varied: there are family problems, money 

problems, baby-sitting problems, legal, medical, optometric 
and transportation problems. Many manpower agencies have 
relations with groups in the community which can provide 
help. But simply telling enrollees of the availability of 
such help is usually not enough. Many enrollees don't think 
they will need this kind of help, and don't pay attention to 
lists of possible resources. Even those who ^ have such 
problems may not admit it because they're afraid it would 
hurt their chances for getting a job. 

For example, if an agency has a policy of not accepting 
applicants with court cases pending (a policy which functions 
for the agency as a way of indicating the need to get legal 
aid to the applicant at once), the applicant may conceal the 
fact in order to get admitted to the agency's program. 

Employed clients are in a difficult position. They 
endanger their jobs and lose needed pay if they take the day 
off to sit in the waiting room of some public institution or 
the supportive services unit at the agency. 

The coach is the person in the agency who is most likely 
to notice a client's need for special help, especially if the 
need arises after he has been placed on a job. But the needs 
for supportive services require a great deal of expertise to 
find effective solutions. This means that agencies should 
have a staff specialist, because coaches have enough to do 
and can't be expected to be experts on community resources. 
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This specialist could serve as a resource to the coach 
and as a facilitator of referrals and other arrangements 
for the enrol lees. In this arrangement, the supportive 
service expert could specialize in "collecting" resources 
and in making them available to coaches to use on a case-by-case 
basis. The coach would take the responsibility for seeing 
that this help got to the enrol lee. 
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\ RESOURCE #5: ADEQUATE RECORDS \ 





Manpower agencies are long on records but short on 
useful information about enrollees. What would be useful 
to know about an enrollee placed on a job is often not 
recorded. Yet the examples show that knowledge about a 
particular enrollee is quite useful to workers. It is 
difficult to specify in advance just what item of infor- 
mation--or what impression of the enrol lee--wi 11 be needed 
later. In most cases, there is no later need at all. 
Therefore, it would not be wise to collect huge amounts of 
personal information from every enrollee "just in case." 

An agency can find some compromise between too much 
and too little information by studying the post-placement 
problems its enrollees have actually encountered. It 
could then use its own experience to decide what to record 
about its enrollees. For example, lateness to work and 
absence because of health problems are fairly frequent post- 
placement problems. Thus, it would be useful for the agency 
to have a record of the enrollee 's health status or his 
attendance record in orientation or on his most recent job. 

If the record is good, it can strengthen the agency s position 
in negotiating with an employer if the problem does arise. 

And if the record is a poor one, the agency can take special 
care and try to prevent a repetition of the problem. 

One reason why such records don't exist is that no 
systematic effort is made to check matters that are not 
required for official forms. If an enrollee mentions 
something on his own, it may be included in a note in his 
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folder. If he doesn't bring it up, the topic may not be 
covered. Once an agency knows the type of information it 
would need for later problem-solving, it needs to develop 
a systematic way of making sure that the information is 
obtained and recorded. A check-sheet summarizing the 
categories of information recorded in the file could be one 
way. However, it's not always good to try to get that kind 
of information from enrol lees before placement. They are 
likely to think the questioning concerns their eligibility 
for the agency's program or as bearing on the kind of job 
they will be referred to. 

Thus, many enrollees use two different strategies: 
they make themselves look bad to the intake staff so they can 
qaulify for service as "disadvantaged." Then, once in the 
program, they try to make themselves look good so they will 
be referred to the better jobs or training programs. 
Questioning the enrollee about some aspects of his past 
performance on jobs (i.e., his record of lateness or absence) 
is therefore likely to receive biased answers if done before 
job referral . 

This happens despite the interviewer's attempts to 
convince the enrollee that the information is being collected 
for his own good and will not be used against him. This kind 
of information should therefore be obtained from the client 
after he has gotten a job. This still leaves enough time to 
warn the coach of potential post-placement problems. 

In short, systematically get the kind of information that 
is actually going to be used, but get it only at the point 
where it wi 1 1 be used, and when it is least subject to bias. 
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CHAPTER 5 



ENROLLEE QUITTING THE JOB 



i PROBLEM #2; 



This chapter deals with enrollees who want to or have 
already quit their jobs. 

EXAMPLES OF THIS PROBLEM 



OBJECTIVES: 



Three objectives were seen to apply to this problem. 
The first was to get the enrol lee to stay on his job. 
If this did not work, he was placed on a different 
job or sent back to school or placed in a training 
program. If enrollees were placed as a group, the 
third objective was to prevent others from following 
a dissatisfied enrol lee's lead. 

STATEMENT OF OBJECTIVES 

EVALUATING THE OBJECTIVES 



i STRATEGY: 



There were six strategies coaches used to achieve the 
above objectives: 

1. HELP HIM ACHIEVE INCENTIVES 

2. SHOW THE DISADVANTAGES OF QUITTING 

3. ENCOURAGE THE ENROLLEE TO HANG ON UNTIL HE HAS 

SOMETHING BETTER 

4. HELP HIM WITH HIS PERSONAL PROBLEMS 

5. REFER THE ENROLLEE TO A DIFFERENT JOB 

6. TAKE THE ENROLLEE OUT OF THE JOB MARKET 
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I RESOURCES: 



Six resources would be useful in dealing with this problem: 

1. LONG-TERM RELATIONSHIPS WITH EMPLOYERS 

2. TECHNICAL EXPERTISE IN JOB DESCRIPTION AND 

PERFORMANCE STANDARDS 

3. RELATIONSHIPS WITH THE ENROLLEES' FAMILIES 

4. FLEXIBILITY IN WORKING WITH ENROLLEES 

5. CRITERIA FOR JUDGING THE SUCCESS OF COACHING 

6. SUITABLE SCHOOLS FOR DROP-OUTS AND ADULTS 
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PROBLEM #5: 



An enrollee who has been placed wants to or has already 
quit his job. In about one-third of the cases, the coach 
found out that the client was dissatisfied only after he 
had already quit. E XAMPLES : 



(a) HeAc a cLLznt that had good potzntLoZ. Shz 
fvcAzd at om o^ my compantti and quit ioon ai^teAWoAdi , 
bzcati6z -ihz -iotd -^h& uJa6 tnteAc6ted tn gotng to school. 
OnJiy I had douht6 about tt. 

(b) CttdYit catZzd me up and totd me 6hz had quit heA. job. 

She, had Moaktd {^OK 6lx months and ihz had not a 2 .CLeA.v 2 d 
a aati> 2 , ai> 6hz wa4 totd. 

(c) Tvoo cLi. 2 .nti c.att 2 .d mz and totd mz that thzy had quit 
tkzAJi job. Thzy ivoakzd ^oa thazz month6 and had not 
azzzlvzd thz aal6z thz ctlznt6 had bzzn totd about. 

Some enrol lees would quit by being late or simply not 
showing up for work. Here too, in about one- third of the 
cases, the coach didn't find out the enrollee was dissatisfied 
until the employer called and told him that the enrollee was 
being late or not coming to work. EXAMPLES : 



(d) I took a dUznt on a job that has a ;^aCntng pAogAwn that 
paid vzay tovo wogei dualng thz taalnlng pzAlod, ivklch 
voouZd zxpand ovza a pzAlod Oj^ 3 months. Thz ctAznt 
agazzd to azzzpt thz job but a^tea a ^last paychzzk 
hz bzcamz dlsgustzd ivlth thz pay and thz job, and bzlng 
cLCssatls^lzd, his attzndancz azcojid bzcamz vzay bad. 

Hz atso showzd up tatz almost dotty. I Mas cattzd by 
fits ^oazman. 
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(e) Company catlzd and told me that my cLiont had bzzn 
ab6G.nt two dojyi^ and hadn't aaZlzd In. 

Client won, hJji 2 .d by om my companlu o4 a {^tguAe. 
cleAk. The. no-xt day thz poAAonml dzpoAtment callzd 
me to 6ay that thz cJLiznt had not AapoAtzd to woAk. 

I tallod thd cJitdYvt that cvzntng and ihz 6cUd 6hz 
W 06 6tck that day but would /izpoAt to wonk thz mxt 
day. Thz client AG.poAtG.d to woAk the. mxt day but 
wai latd. Two weefeis lateA I wo6 called by thz peAionml 
d 2 .pantm 2 .nt who 6otd that thz cZtznt had quit. I called 
M at homz and h 2 A moth 2 .n. 6otd 6 ho. at wonJz. I thzn 
lzi)t a me64oge ^oA thz cliziit to call me. Client 
called me that evening and 6old that 6he had not quit 
and wan ntlll working thene. I had a long talk with 
the client to nee why Athene wan no much con^unlon. 

Igj A^ten. being employed on a job {^oA about two months a 
client began to have connlntent abneneef. and toAdlnenn 
which eventually led to lack 0 ^ InteJient ioA the job. 
k^teA talking with the client I ^Ind tJ'iat woAklng 
wann't hln thlng--he wanted to go back to nchool. 

Sometimes, the enrollee didn't take any action about 
quitting his job, but told someone- -a member of his family, 
his employer or the coach--that he was dissatisfied with 
his job. EXAMPLES : 



Ihj Client A wan employed at one 0 ^ my companlen an an 
entAy-level tAolnee. He had been employed about 
eight monthn. VuAlng thin time he had been a^teA 
me to get him anotheA job becaune he wan not pleaned 
with ike naloAy oa the job. I kept telling him 
to ntay on the job becaune It wan a nice job and 
had chance ^oA pAomotlonn. Client A didn't ne.e 
thlngn my way and peAnlnted In bugging me about a 
dl^^eAent job. 
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(-L) One my cJU.Q,nti, had been on a job wWi a company 
^OA. eJtcvcn montfu withoLot a Aolic. He then bn.ought 
(tc6 coie to the lady that hOied hJjn. The peuonnet 
lady then contacted me because 6 he could not communi- 
cate ivlth the client on thli l66ue. 

ij] I wo!> called at my home by my client' 6 aunt. She 
In^oAmed me that he u)a6 thinking Oj^ quitting hit job 
^OA. no A.eaion at all. She u)o4 uioAAled about thlt 
because he it the type that will get into tAoubte 
uolth the police l{i not employed. 

(fe) A client 0^ mine wai placed on a job and u)OA doing 
(ilne {^OA. thxee iceehA, but suddenly decided that he 
could make money huitllng on the 6tAeet thA.ough 
Illegal meani. I contacted hli 6upeAvltoA. and he 
In^oAmed me that the client m)o6 a vehjy good u)oA.keA. 
but he u}o6 aiAold that they might loie him because 
they weA,e unable to give him a Aolte In 6olaAy until 
aitcA. the ilA^t ninety day6. 

In a few cases, it was hard to tell whether the enrollee 
was fired or quit-- just as it is hard to tell sometimes 
whether someone is a school drop-out or a 'push -out. ' 
EXAMPIES: 



[I] I had a client u)ho jeat Mould not keep a job, and woA 
always coming back ^oA. another. The pAublem u)ai lack 
Oj^ A.e&pon6lblllty. I continued to ^nd him job a^tex. 
job because I knew he Moi a good kid, but he didn't 
have anyone behind, him. A^tex. vliltlng hit home and 
talking to hli ^chilly, I knew why. Hli paxenti juit 
did not caxe. 1 alio iound out he wai expecting a 
child. 
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i OBJECTIVE A: 



The most common objective coaches had for dealing with 
this problem was to keep the enrol lee on his job . This 
objective applied when the enrol lee had specific complaints 
about the job and was threatening to (or already had) quit. 
Coaches also worked toward this objective when the enrol lee 
was thought to be 'flighty' and irresponsible. 



OBJECTIVE B: 



The second most common objective was to get the enrollee 
a different placement or send him back to school . Most 
often the enrollee was placed in school or a training program 
but sometimes he was placed on another job. This objective 
was used mostly for enrol lees who had simply stopped going 
to work (although they didn't have specific complaints about 
the job), or for those who seemed flighty or immature. 



OBJECTIVE C: 



The third objective was not used often--only when an 
enrollee was placed as part of a group. Then the coach 
tried to prevent others from following the dissatisfied 
enrol lee's lead. 
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EVALUATING 

THE 

OBJECTIVE 



A. KEEP THE ENROLLEE ON THE JOB 

Most of the time, the complaints were about low 
pay or the unfulfilled promise of a raise. Most enrol lees 
want a good paying job. Therefore, job turnover is a 
large and important issue because they are continually 
trying to get better salaries. The lower the pay, the higher 
the rate of turnover will be. Since most of the placements 
were on low-wage jobs, a major coaching task was to get 
them to stay on them. This was practically the entire purpose 
of follow-up. 

Sometimes the worker was able to get jobs back even 
after the enrollee had quit, because the employer would 
rather take back a familiar employee than go to the trouble 
of hiring someone he doesn't know as well. But some employers 
may tell the worker they won't take the enrollee back. If the 
worker tells the employer he knows what the problem is, has 
talked it over with the enrollee, and that it can be solved 
by the promise of a raise for good performance, the employer 
may be willing to take another chance. 

If the coach talks to the enrollee first, it helps 
prove to him that the coach is willing to go to bat for him. 

It therefore increases the enrollee's confidence in the 
coach (even if the employer doesn't give in). But the coach 
should not promise more than he can deliver. The best he 
can do is promise to try . 
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B. GET THE ENROLLEE A DIFFERENT PLACEMENT 

There were certain situations where the worker had to 
place the client elsewhere, rather than counsel him to stay 
at his present job. 

GET HIM A DIFFERENT JOB 

When it is clearly more than just a matter of money 
and the employer won't make adjustments, or when the enrollee 
raises his standards for satisfying work, the worker should 
try to get him another placement. 

Once an enrollee has a steady income, he can be more 
particular about the kind of work he wants. This usually 
happens with younger enrol lees who have a need to develop 
a work identity — a sense of status, worth and self-fulfillment 
through their jobs. 

The coach might think he can prevent quitting by trying 
to satisfy the enrollee's vocational interests in the first 
place. But this doesn't usually work with disadvantaged 
enrollees, who are broke and will take any kind of job. 

As one enrollee put it, "I've chopped cotton, pulled stumps, 
driven trucks, driven tractors, and worked in white folks' 
houses. Now you tell me what kinds of jobs you got, and 
I'll tell you what I’m interested in." 

In other words, for most enrollees, the first place- 
ment will be for bread. Often that means more cjaching will 
be needed later to get the enrollee a job that can become 
a career. 
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PUT HIM IN SCHOOL OR A TRAINING PROGRAM 

When the enrol lee's dissatisfaction was non-specific 
and his behavior suggested he was "immature" or "irresponsible," 
the coach tried to place him in school or a training program. 

These enrollees often expressed thei r dissatisfaction 
by lateness and unexplained absences from work. They tended 
to be younger people who were not used to working regularly 
and not ready to accept an adult role with work responsibilities. 
But they have usually been burned by school and have also 
enjoyed the independence of adulthood--and some cash in the 
pocket-- and find it difficult to be a student again. 

In light of this, the objective is only realistic when 
there is a school in the community which can accommodate 
the life-styles and desires of these young adults. 

It is almost a reflex to recommend returning to school. 

It is just as much a reflex for critics to reject school as 
meaningless and irrelevant. Both groups don't take into 
account another purpose of school. School can give people 
time and experiences to find out where their heads are at. 

It's a place where you can experiment and test yourself in 
different roles and situations. Later, these experiences 
might help in finding a suitable work role. 

Therefore, some people need to be out of the job market 
for a while, not only to acquire more job skills, but to 
help them develop an identity they can live and work with 
for the rest of their lives. 
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C. PREVENT THE SPREAD OF DISSATISFACTION 

This was used when a group of enrol lees was placed 
together. The importance of this objective depended on 
how dissatisfied the client was, how obvious he was about it, 
and on how nervous the coach was about the harm he might do 
the others in the group. EXAMPLE : 

A cLizwt, young and jAAUponiibtz, had jii&t been kiAnd 
Znto a new ph.oghxm at one the banfn> and he u)os among 
the iViAt ghjoup 0j$ people going into tkci pAogAam. On 
the \)QA.y ^iMt day he u)a& absent. I wo4 ealZed by the 
diAectoA 0|$ training and o 6 ked u)hat he should do. I 
Aeptied by telling him to teJminate the young man, 
because I ^elt he ivas jeopoAdizing the outlook on the 
uohole gAoup and ^utuAe developments Mcthln that company. 

He Mas tenminated and as a Aesult 0({ hts teAmination 
the otheAS in the gAoup Aealized that the pAogAom ivas 
not to be abused. 

In this example, the objective of preserving an opportunity 
for a group of people had higher priority than keeping one 
enrol lee on the job. This is a painful choice for a coach 
to make, and it can also work the wrong way. If the others 
in the group found out the coach got a man fired, they might 
avoid being honest with him about their problems and complaints. 

On the other hand, both objectives can be achieved— 
preserving the opportunity for the group and keeping the absent 
client on a job— by other methods. For example, the worker 
can call the group together and discuss absence and the need 
to make the bank program a success. If necessary, the absent 
enrol lee can be terminated with the promise that the agency 
will find him another job. Then he and the group will see the 
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seriousness of the problem. The enrollee will be placed 
and the worker won't be put into the position of a punishing 
boss. Of course, doing all that takes time, and it might 
not even be possible for the worker to meet with others as 
a group. So workers still have to make difficult choices. 
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I STRATEGY #1 ; HELP ENROLLEE ACHIEVE INCENTIVETI 

When an enrollee was dissatisfied because he had not 
received a raise that he was promised, the coach talked 
with the supervisor or personnel (sometimes with the 
enrollee present) to find out why the enrollee had not 
gotten the raise. Then he made a deal with the enrollee to 
shape up, and used the promise of a raise as the incentive. 
EXAMPLES: 



(a) I had hvi mett me at the company la^teA a he had atfizady 
quUt heji job) and ive talked uiith the AupeAvtAofi. He 
A aid A he did not obtain hoA n.ait>e becauAe o^ hoA 
attendance. Ctient ufent back to loo/ik and a he u)OAked 
^oA the next two monthA uUthout being obAent. She uioA 
gtven heA AoUe. She hoA much betteA attendance and 
no pAobtemA oAound attendance. 

lb) The peAAonnel lady totd me that only unttt the ctcent 
pAoved to be e^^icient ivouZd Ahe get a pAomotion oa 
a AaiAe, and th^ a AoiAe would moAt Likety come about 
AO on. The ctient woa pAomoted to a betteA paying job 
and eveAything'A OK now. 

(c) I contacted hii AupeAviAoA and he in^oAmed me that the 
ctient woA a vcAy good voonkcA but he woa a^Aaid they 
might ZoAe him becauAe they wcAz unable, to give him a 
AaiAe in AatoAy untit a^teA the ^iMt ninetu dayA . The 
AupeAvtAoA u)oA hoping that I could change the ctcent'A 
mind. I oAAonged ^oA the client and myAeti to have a 
meeting on hii job. At thii time the client told me 
that he had alAzady given hii notice Aeii^nation. 

At thiA point I Aealty began to Aap to him in the 
language he undenAtood. 
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problem ^ 5 

Erwollee 
quitting 
the job 



I COMMENTS :1 



OBJECTIVE 

Three kinds 



STRATEGY #1 ; 

Help eyvrollee 

achieve 

incentives 



RESOURCES 



COMMENTS 



1.1 MAKE INCENTIVES CLEAR AND CONNECTED WITH THE ENROLLEE'S 

PERFORMANCE 

The problem often resulted from sloppiness in coaching 
at the time the placement was made. It was not made clear 
to the enrol lee then what to expect as far as salary and 
raises were concerned. Often coaches left it to the employer 
to lay out the conditions of employment. But sometimes this 
was in a language the enrollee couldn't understand. And 
sometimes if the enrollee was nervous and uptight about 
getting the job, he couldn't keep everything that was said 
in his head. This even happened when the coach explained 
everything right after the interview. So after he has been 
on the job for a few days and is less nervous, the coach 
should go over the same information with him. 

In all fairness, many employers don't make it clear 
what the enrollee can expect because they don't have clear 
ideas themselves of the criteria they use in giving raises. 
Complete job coaching would include working with the employer 
to help him clarify his own policies. 

The most important thing, however, is to tell the 
enrollee that the raise depends on his performance. Then 
he knows that he can control whether or not he gets the raise. 
Getting straight about this is particularly important for 
minority enrol lees who expect employers to be prejudiced. 

Some of them use this prejudice as an excuse. One way to 
avoid jumping to conclusions about prejudice is to clearly 
state the conditions for raises and promotions when the 
enrollee is hired. 
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1.2 USING THE COACH'S POSITION 

Often the employers said they hadn't given raises 
because the enrol lees didn't perform up to standard. You 
can expect most employers to say that, even when they really 
are just trying to hold off giving raises for as long as 
possible. But sometimes, after the coach talked to the 
employer, the employer gave the raise even when there wasn't 
any change in the enrol lee's performance. What it took was 
the coach's interest in the case. It let the employer know 
that others were looking out for the enrollee and cared about 
what happened to him. 

If the employer is concerned about his reputation, or 
about his relationship with the coach and the agency, he will 
agree to the raise. There is no reason to accuse the employer 
of exploitation. The coach should accept the employer's 
explanation, and then pay close attention to other enrol lees 
placed with the employer to be sure that the "oversight" is 
not repeated. And he should make sure that his enrol lees 
don't think it was their fault that they hadn't gotten the 
raise when it was clearly a case of attempted exploitation 
rather than poor job performance. 
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PROBLEM #5 I 

Enrollee 
quitting 
the job 



OBJECTIVE 

Three kinds 



STRATEGY #2 : 

Show the 
di sadvantage s 
of quitting 



RESOURCES 



EXAMPLES 



I strategy #2 : SHOW THE DISADVANTAGES OF QUITTING"] 

Even when the enrollee is dissatisfied with his pay, 
he can be convinced to stay on his job if he gets a clear 
picture of the alternatives. EXAMPLES : 



(a) I told hJm that he and I both knm he KetuAned to 
fici old May 0 (J ti{,e that he Mould end up Aight back in 
the clink again, and at leo!>t he Mould be able to 6tay 
out 0 ^ jaiZ ^0 he continued to MoAk. He Mould have a 
fieguloA ioloAy cotning in, he could get cAedit, etc. I 
tAted to make him oivaAe o^ all the benefits he could 
enjoy Mith AeguloA employment and I aiked him to think 
about that oM^ul Jail cell and to pleaie AeconAideA the 
Mkole thing. I think he had ^o^otten that theAe MeAe 
moAe negative points than positive one6 in the li^e he 
had juit le^t. ^teA he heoAd me nap about the dank 
icene he Aeally began to think it oven. k^teA Me iat 
theAe and nelived tho6e dank day6 o^ the pa&t li^e 
togetheA, he looked at me and 6oid, "Vou knoM,baby, I'd 
be cAazy to ipace back to that. I think I ' ^l itick it 
out a little longen and maybe I might juAt adjuAt a^teA 
all. I MondeA i^ they’ll ^oAget my neiignation?" I 
told him I'm 6uAe they Mill, let me take coAe o^ that 
{^oA you, noM Apace on back to the gig. 

lb) Client A did not Aee thingA my May and peAAlAted in 
bugging me about a di^^eAent job. I contacted one o^ 
the job developeAA and told h2m o^ A'a pAoblem cuid 
asked him i{^ he could talk to him about a tAOA,ning 
pnogAom that he moa active in. Laten that Meek, the 
job developen, mysel{^ and client A had lunch togetheA 
to talk about possible entny in the tnaining pnagnam. 

The job developen explained the benefits o^ the pnognam 
and qualifications. I then talked to client A to Meigh 
ike advantages as well as the diAadvantagcA of leaving 
his pnesent job. Client A Meighed the advantages and 
disadvantages . He is noM loonking at the same job Mithout 
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STRATEGY #2: 



PROBLEM §5 

Envo I lee 
quitting 
the job 



i OBJECTIVE ] 
Three kinds 



Shou the 
diaadvantagea 
of quitting 



RESOURCES I 



EXAMPLES 



even once oife/cng me about onotkeA job. Jr^tzad he -c6 
taZktng about oAktng ^o^ a promotion in (ti& p-'teien^ 
job. The outcome o^ tkii incident to me tt> that tki& 
made the cJuent tak& a good Zook at fU6 pACimt job 
and tAy t: move up thcAz , 

(c) I uoent out to the company to 6ez the ctient. We had 
a long talk. The mo6t zi^zctive (vat/ I ^ound in dealing 
ooith thi6 client ufo6 to Hz to him, ioA example, "Say 
man, do you know that we oAe having a lot o^ tAoublz 
getting people jobi? You. knouf ufhat I thlnk--JobA~t^ou) 
ii going out OjJ buitine&6. I've been Xhinking about 
getting a job heAe my6el^. The la&t cycle at Job6~f>louf 
vzAjy (Jew people got job6. Things oAe Aeally looking 
bad. ChAl6tmai> it coming up 6oon, don't know what I'm 
going to do. I'll pAobably lo6e my woman’ -you know I 
won't have any bAead to give heA, don't think J'll be 
able to buy a new vine (suit) . So why don't you juAt 
quit? Give 6ome otheA cat a chance. Things oAe Aeally 
tight out theAz baby. What wet the outcome? Uy lying 
to the client helped. Hz thought about ChAUtmoA, money 
and hii ginl and the iact that he didn't warU to give 
hl6 job to 6ome otheA guy. The Aztult — he ii &till 
woAJUng, showing up on time and not mining any day6. 
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COMMENfTS 







1 COMMENTS: I 2.1 DRAMATIZE THE DISADVANTAGES 

As discussed in Chapter 1, when someone is far from a 
goal, the desirable aspects are stronger than the undesirable 
ones. That principle also applies to this strategy. The 
worker has to make the enrol lee think about the unpleasant 
things— things he usually doesn't want to think about. Since 
he doesn't like to think about it, you must make it dramatic 
and get him to relive his bad experiences. Then he will 
see the unpleasant reality of the alternatives to his present 
situation. 

2.2 BUT DON'T OVERDO IT 

However, this can increase the desire to stop thinking 
about it as soon as the enrol lee gets away from the situation. 

If he is really upset, he may take a few drinks, or try to 
avoid seeing the worker. When the situation is so unpleasant, 
the worker becomes someone the client doesn't want to deal with. 

It is better in the long run to emphasize the positive sides 
of staying on the job, than to rub someone's nose in the bad 
side of the alternatives. Because it is easier to think of the 
positive things, the enrol lee will think about them more often 
and will be influenced by them longer. In short, when a worker 
emphasizes the negative, he will have to keep close tabs on the 
enrollee afterwards, to niake sure that the rap "sticks." 
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RESOURCES I 
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2.3 SHOULD THE WORKER EXAGGERATE OR LIE TO THE ENROLLEE? 

In one example, the coach said that he lied to the 
enrollee. Actually, he only exaggerated--and not much at that. 
Jobs-Now did go out of business and the coach did have to find 
another job. Exaggeration can be used if the worker is really 
doing it for the enrol lee's benefit and not just trying to get 
every enrollee to stay on his job. If the enrollee couldn't 
do much better, then it is not lying for the worker to convince 
him that the alternatives are bad. However, where there is a 
chance that the enrollee could be better off in a different 
job, then the worker can use the next strategy. 
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STRATEGY #3: 



I PROBLEM #5~1 

Enrollee 
quitting 
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keep job until 
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RESOURCES 



EXAMPLES 



I strategy #3; ENCOURAGE THE ENRQLLEE TO HANG ON UNTIL HE HAS SOMETHING BETTER | 

Sometimes, by trying to get the enrollee to keep his 
job and encouraging him, the client stayed until something 
better turned up. EXAMPLE : 



(a) T had a long talk Mlth the cJUent tjo ^ee why thefie wo6 
40 much conf^u/iton. The cJiient exp^zi^ed to me that 
ihe (Ud not know what the con^u6ton wa&, but 6he heuelf^ 
wai not pleaded with the job. I told he^ to toy and 
6tlck It out, because 6he wai a new employee and 
iometimei It li hoAd to adjuit to new iltuatloni. I 
told heA li 6he would tay to itay on and things didn’t 
woAk out, we would dlicuS6 the matteA again. ThA.ee day6 
lateA M called me and iold 6he could not woAk at that 
company bccaa&e It wai a prejudiced place. I told heA 
li the job aiiected heA that much I would talk to 
peAionnel about 6ome oi Its policies, etc. I talked to 
peAsonnel bat they weAe not aware oi what the client 
had said was going on. The client called me that 
evening and sold she had been called ior onotheA job. 

I told her to take It since she was unhappy with her 
present placement. The client Is still employed at the 
company and is happy. 
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I COMMENTS: j 3.1 SEQUENCE THE STRATEGI ES 

The last example shows a sequence of steps that the 
coach took. First the coach tried to talk the enrol lee 
into staying on her job, probably thinking that the dis- 
satisfaction was temporary, and that once she got the hang 
of it, she would feel more comfortable. When that didn't 
work, the coach then took the complaints seriously and 
tried to do something about them at the company. When that 
didn't work either, the enrollee found herself a new job 
before she quit the one she was at. If she had not, the 
coach would have had to take a next step: change the 

objective and get the enrollee a different placement. 
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Enrollee 
quitting 
the job 



OBJECTIVE I 

Three kinds 



Help enrollee 
with personal 
problems 



RESOURCES 



EXAMPLES 



I STRATEGY HELP HIM WITH HIS PERSONAL PROBLEMS I 

This strategy was used almost as much as Strategy #1 
(Help Him Achieve Incentives). Strategy II was used when 
the enrollee was dissatisfied with pay. This one was used 
when he had many persona'' problems and had no one taking 
any interest in him. These* enrol lees had not actually quit, 
but seemed to be in the process of dropping out by lateness 
and absence. EXAMPLEC: 



(a) Ctizni. vooA conitantZy bzing tatz, and 

to do thz mn.k a& 6 igmd to fvem. I loznt in to talk to 
him and hii AupcAviio^, and the pCA'onneC o^iiceA.. 

Upon talking to thc 6 c people I ^ouna out that no one 
Plied to know the client o^ his pAoblems. A^teti finding 
oat about his pAoblems, a lot 0(( reasons wetie deoAed 
up, and his job is no longeA a pAoble/n. 

lb) We down and Aealtij talked, about ^ouA houAS . I 

^ound him anothcA job, plus I explained to his ernptoyeJi 
about his situation. A^teA he took the job and his 
gini^niend had the baby, he began to settle down. Just 
taking an inteAest was all that was needed. 

(c) We talked things oveA about his job and also his peASonal 
problems away his job. Some people just need moAe 
than just a phone call. Some clients need to be coached 
ofi given mo fie attention than otheAS. By this, I mean go 
a little out 0^ youA way to help then, like making a home 
visit 0^ going to the local pool hall with him, gain his 
confidence, give him the feeling that you oAe moAe than 
just foA. business. I think this man would feel thd he 
would let me down if he did not give his best on his job, 
let alone quit. 
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I COWENTS: 1 




4.1 THE PERSONAL SIDE OF COACHING 

In these examples, the coach took an interest in the 
personal lives of the enrol lees --not as a routine procedure 
"to assess the family situation"— but out of a sense of 
sympathy for the enrol lees' problems. These were enrol lees 
whose erratic behavior showed there was something else 
bothering them besides the job. These were problems in their 
abilities to deal with dissatisfying situations, rather than 
just di fficul t external situations. 

In these cases, coaches were most importantly friends. 

They spent time with the enrollee and in places associated with 
friendship rather than business. They went to the enrollees' 
homes and places of recreation. 

In two of the examples, this friendship was an incentive. 
For example, in the last case, the coach felt that the enrollee 
wouldn't want to let him down, and therefore would try to do 
well. But this kind of loyalty is not the best reason for an 
enrollee to want to succeed at his job. It wocjld be better if 
it were a matter of not letting himsel f down, rather than not 
letting the coach down. Therefore, if the coach used the 
loyalty to get the immediate problem solved, and then helped 
the enrollee to handle more things on his own, he would head 
off future dependency. 

However, most enrollees don't want the coach to be a source 
of friendship and emotional support. They have friends and 
families, and confidence in their own abilities to deal with 
situations. Therefore, this strategy is one which isn't likely 
to be used often, even though enrollees' friendship can be very 
heartwarm ing to a coach. 
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I strategy #5: REFER THE ENROLLEE TO A DIFFERENT J^ 

In one of the examples already described, the coach 
found the enrol lee another job while he also helped him work 
out his personal and family problems. And in another, the 
enrol lee found a new job before quitting the old one. All 
the strategies described in Chapter 1 for dealing with 
enrollees who need a placement ar^ applicable here. 

I C0M1ENTS: 1 5.1 WHEN TO REFER TO A DIFFERENT JOB 

Following is a sunmary of points made in various places 
in the Manual that apply to this strategy. Coaches referred 
enrollees who had quit or wanted to qu*.t to different jobs when: 



a. the job cannot be retrieved. 

b. the enrol lee has developed new standards for a good 
job. 

c. the enrol lee is ready for job up-grading. 

d. the enrol lee has been successful on an initial placement 
and is easier to place on a better job. 

e. the enrol lee's present employer cannot or will not 
resolve the enrollee's speci fi c complaints about 
promotions, raises, or working conditions. 

f. getting a different job will help the coach work 
on the enrollee's personal pr")blems. 

g. the coach is sure the enrol lee has not burned his 
bridges by quitting the job before he has a new one. 
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1 strategy #6: TAKE THE ENROLLEE OUt OF THE JOB MARKET"] 

When the enrol lee's job behavior was more a matter of 
vouth and not being ready to settle down and spend all his 
time on the kinds of jobs available, the coach tried to take 
the enrol lee out of the job market for a while by placing him 
in school or a training program. EXAMPLES : 



(а) I get fun at tceubt thicc jcb& ickich he did 

no* itau cn. I get fidn enieCCcd in reheat at CentAot 
plus a pal t- tine jet. He fiinoihed fvigfi &dwct and 
cent equenttij did net fia.ee idne to pan^ticipate in the 
gang. Hoa' he fuu grnc on to eotZege, cat kli pAcccAA 
(?,<((, and he ii doing ^inc. 

( б ) ClXtnt leciked at thi^ cenpanu fjO\ tk*Lee nontki and qait: 
becaabe theAe tooA nr inc'ieate in -boJlaAy. Af^tcA counsctdng 
the client aiid tatking icidh hib nothcA and peMonneX 
ita^^, the ctient ActuAned to ivoAk thAee day& tatcA. 

CLient xetuAjied icith peAmiibicn the company to 

loeAk p>aAt-tine and ge to school. TlvLb had nevcA been 
dene at tkib paAtieuXoA company. Ctient had di^^icuttieA 
in attempting to AetuAn back to day cXaj>&eA. Af^teA 
finding tJiat he couXd net enteA day cXMiCb, I couni eXed 
fvin to itoAt lecAkXng ^utC-time agaXn io he couXd lOoAk days 
and attend evening eXoibei. VuAing the pAoceii o^ 

AeXuAnXng to ^'iXX-tijr,e er^ptoyrent and hXi dtiiAe to attend 
VMCA fiigh ichoot which AequiAed tattion, the eXXent' i needi 
changed. He quit the job, with the Aeoion that he hadn't 
Aeceived a baXoAy incAement a^teA thAee monthi. The 
pAogAoin in ivhicfi he enAolXed and compteted icoi a GEV 
pAcgAom. He Aeceived hib diploma and nav ii enptoyed 
making veAy good ioXoAy. 
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(c) C(ccnf nki& 17 (/cars rid and a ,<cna£c. She coos placed 
at one cf, my o,ss<a»icJ cf'n7paiuc-s that emptcijed 17-yeaa 
cldb . Talked iclth the client and ^eund that she icas 

i ntCiCS ted <»i a training pii’^ron ^iCta^ning back 
to schccl. Client icas ir need sme money so icc 
decided that she M'uld (oak iu:til she ccutd be placed 
<ntc a (training) niai *:ttn c*: tc/(t*r»i to school. Cl<ent 
is t 'lc.sentiy attendiro lu"i last ueai high school 
and making plans to go to college. 

(d] She loas luted at one of^ my companies a)id quit soon 
afte’tioatds , because she said she ;^vts intet.e^ted in 
going to school. Only I had m,y doubts abcat it. Client 
Is only 17 yeats old. She entolled into Centsial V 
High and got a pat t- tine job at a dtug stet-e^ $1.60 

an hout, and is still attending. 

(c) A^teSi talking loith the cli.ent 1 jocund that uXf^iJUng 
leasn’t his thing--he wanted to go back to school. 

So I teas able to get hin a scholasSihip at Centtal V 
(a high school ptogtam ;^ot adults). He loas quite 
succCySS ^ul in his studious and he icas doing something 
he liked. 
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r RESOURCES i 



EXAMPLES 



I COMMENTS: | 



6.1 PART-TIMEWORK 



As several of the examples indicate, many enrollees 
need part-time jobs in order to return to school. These 
jobs help the enrol lee maintain his connection with the 
world of work and give him a sense of independence. Even 
when the income is not always needed, having a job helps 
reduce the fear about returning to school. 

6.2 MIXED FEELINGS ABOUT SCHOOL 

Enrollees often have confused feelings about school. 
Despite popular opinion, disadvantaged drop-outs do value 
education and enjoy many parts of the school experience. 

On the other hand, they have often had very discouraging 
and negative experiences in schools. And they doubt that 
schooling can help them in a racist employment market. 

There is another source of mixed feelings. School 
has been such a political issue that a suggestion to return 
may not be effective, even when an enrol lee is interested 
•n the possibility. Many hear the suggestion as a signal 
of the political and social beliefs of the person who gives 
it--that he is a conservative or a radical. Some are turned 
off by the whole discussion, and feel the controversy is just 
one more example of others using their lives for their own 
political purposes. Others respond by taking one side or the 
other. But when this happens, the enrol lee is not helped to 
decide about school in terms of his own desires, interests, 
experience and anxiety. In other words , when returning to 
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school was discussed in abstract or political teoiis , and 
when opinions were forced on enrol lees, they didn't think 
of school as a serious alternative. 

This meant that the source of the suggestion is important 
in determining how much the enrol lee considers the idea. If 
it is someone he trusts, and the worker clearly isn't using 
him as part of his own socio-political program, the enrollee 
is able to make his own decision instead of going along with 
what others are saying. He is more likely to fol low through 
on his own decision than he is on the jive he uses to get along. 

6.3 A REFERRAL TO SCHOOL TAKES WORK 

It is not always easy for an enrollee to return to school. 
The bureaucratic administrative procedures in some schools are 
complicated and discouraging, even when the school itself is 
welcoming and acconnodating. Return to school needs to be 
handled with as much care as a job referral. The coach should 
help the client through the processes of being re- admitted to 
school . 
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\ RESOURCES: | Six resources would be useful when dealing with this 

problem: (1) a long-term relationship with employers; (2) 
access to technical expertise in preparing job descriptions 
and performance standards; (3) relationships with enrol lees' 
families; (4) flexibility in working w^th enrollees; (5) 
appropriate criteria for judging the success of coaching; and 
(6) school programs suitable for adults and drop-outs. 



RESOURCE #1: LONG-TERM RELATIONSHIPS WITH EMPLOYERS 

Employers were more likely to take an enrol lee back, 
or make deals about wage increases and pr"mx)tions if they had 
a successful long-term association with the coach. An 
employer will be influenced more by someone he knows keeps 
his promises and delivers services. 

Seeing the employer once a year is not enough to build 
up such a relationship. Even when a coach doesn't have any 
specific business, occasional visits to the enployer to offer 
services or review the results of past placements can be 
useful. Coaches should keep a record of the dates they saw 
each employer. Then they can look at the record periodically 
and remember to renew the relationship (even if no enrol lee 
problems have been reported for a long time). 

This suggests that a coach should have his own "pool" of 
employers, chosen by area or type of industry. An area basis 
would cut down travel time (especially in big cities), but an 
industry basis would give the coach more of an opportunity to 
know the specific needs, problems and practices of his employers. 
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I RESOURCE #2: TECHNICAL EXPERTISE IN JOB DESCRIPTION AND PERFORMANCE $TAN&Aftt)S | 

Large companies usually have experts to make job 
descriptions and performance standards, so they don't need 
the manpower agency for help. But small errployer^ can't do 
it themselves and usually rely on traditions in their industry 
which are often very ineffective. When a conflict arises 
about a raise or promotion, it can be resolved by retting a 
clear agreement about what good job performance is. But 
special skill is required to write cojnplete and accurate job 
descriptions, as well as criteria for effective perfonnance. 

Thus, it would help if the coach could call on a division 
in his agency which had such expertise, and which could send 
someone to work with him and the employer to write the job 
description based on a good job analysis. 

Experience in business does not automatically qualify 
someone to write a job description. This is really a compli- 
cated science and overlaps other fields such as industrial 
engineering, industrial psychology, systems development and 
technical writing. Usually, employment workers are just not 
qualified in all these areas and should not attempt to write 
jot descriptions. It would be worse to of^'^er poor services 
to the employer than none at all. Poor services would dis- 
credit the agency and make the employers less willing to take 
future referrals. 
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I RESOURCE #3: RELATIONSHIPS WITH ENROLLEES* FAMILIEXI 

As some of the examples indicate, enrol lees' families 
are sometimes more a part of the problem than a resource 
for help. Because of the widespread belief that the families 
of disadvantaged people are problematical, many coaches 
ignore the families, or don’t use them as sources of help. 

This belief is false. Most families are nrt messed up. 

What might look that way to a middle-class worker is not 
necessarily bad as a potential source of help. For example, 
in one of the cases described, it was the enrol lee's aunt who 
told the coach about her nephew's job problems. 

Therefore, if a coach suspects that a particular enrol lee 
may have problems on the job after he has been placed, he 
should try to develop some contact with menters of his family. 
Some enrol lees don't want this because it means that the coach 
doesn't trust him, expects problems and complicates his relation 

ships with his family. 

One way to handle this would be to start a relationship 
with the family by making a home vist to the enrol lee, as 
part of follow-up, during which the coach could take the 
opportunity to meet other members of the family. He v.an later 
leave his telephone number and offer to help if they need him 
for anything. In most situations, it's better to have the 
enrol lee there when you meet his family, especially if you 
are making suggestions about things the family could do to 
help the enrol lee adjust to work. 
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It's a little dangerous for an outsider to get mixed 
up in family problems and feuds. So a coach has to be 
careful about taking sides. The best thing would be for 
the agency to deal only with the part of family events that 
directly involves the enrollee's v#ork. The agenc> could 
then try to get a family service worker to help with the 
other parts. 
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i RESOURCE #4: FLEXIBILITY IN WORKING WITH ENROLLEES | 

Earlier, examples were presented in which the coach 
met with enrol lees for lunch, at their homes or at neighborhood 
recreation centers. Coaches often received calls at night 
or made home visits in the evening when the enrol lees' family 
could be contacted. Obviously such strategies require a lot 
of flexibility in time scheduling by coaches. 

But this is often made difficult by local offices and 
management. They often require justification for any activities 
out of the ordinary, or want detailed accountings for such 
items as mileage on the agency car, requests for lunch money 
reimbursements, etc. 

Yet, the coach's performance has to be judged by some 
standards. When supervision is done through formal rules 
about such things as working hours, time spent in the office, 
etc., the worker's job performance will be judged in terms of 
them, rather than in terms of the way he deals with enrol lees. 
When th’s happens, workers think these are the only things 
that matter to supervisors or administrators. Actually, it's 
because these supervisors have little technical advice to offer 
and therefore are not in a position to judge the performance 
of the worker. Few supervisors have been coaches or counselors. 

These kinds of developments are the result of the parti- 
cular pattern of agency organization, rather than conscious 
biases among administrators. They need to develop a more 
! informal agency structure in which interest in the conten_t and 

1 quality of services to enrol lees is developed between both 

^ workers and supervisors. Then supervisors will be seen as people 

who can help and as sources of advice. 
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RESOURCE #5: CRITERIA FOR JUDGING THE SUCCESS OF COACHInF ] 

But a less formal structure is not likely to emerge 
until criteria for good job performance are developed. If 
this is lacking or when outcome criteria such as the number 
of placements, retention rate, and the like cannot be applied 
(because they are affected by local economic conditions), 
agencies tend to rely on "process" criteria. That is, they 
rate the effectiveness of workers by how much they conform 
to standardized ways of doing things. The result is that 
there is more concern about how something is done than there 
is for the outcome. But until there is some way of evaluating 
the outcome, the "process" criteria are all the agency has 
for evaluating its services. 

In order for outcome criteria to be useful, they must 
match the objectives. For example, rate of job retention 
is a valid criterion when the objective is to get the enrol lee 
to keep his job. But this criterion interferes with changing 
the objective and getting the enrol lee a different job or 
putting him into school. The rate of job retention could not 
measure a worker's effectiveness in achieving either of these 
objecti ves . 

Therefore, the use of appropriate strategies would be 
helped if the worker stated the specific objective he was 
using for each ccse. Then his supervisor could evaluate 
his effectiveness by the number of times he achieved case 
objectives. How the worker achieved the objective is useful 
to help workers do better, expanJ their knowledge of 
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techniques, and know what kinds of resources and arrangements 
are needed. But it is not useful information for evaluation 
if the supervisor can keep tabs on the outcomes of efforts 
on an enrol lee-by-enrol lee basis. 

This is a rather different role for supervisors than that 
of rule-enforcer. Administrators who are held responsible for 
the enforcement of rules cannot then also act as consulting 
experts to their operational staff. In short, flexibility 
in coaching would be helped by fairly large-scale changes in 
the organizational structure of the manpower agency system. 
This would allow administrators to be less concerned with 
rules about how things are to be done, and more concerned 
about what gets accomplished. 



I 



] 

1 






o 



/ 





RESOURCE #6: 

Suitable Sahools 
for Drop-Outs 
and Adults 


problem 


^ OBJECTIVE ^ STRATEGY 


Enrollee Three kinds Six kinds 

quitting 

the job 





RESOURCE #6: SUITABLE SCHOOLS FOR DROP-OUTS AND ADULTTI 

A return to school would be helped if there were a 
community school program suitable for those who have outgrown 
and no longer will tolerate the roles that pupils are put 
into in public schools. The more that the school program 
for adults is run like a pronvam for children, the more 
likely it will fail. Communities should try to develop 
special school programs, and manpower agencies in the 
community should help. 

However, if such a program is known as a place only 
for drop-outs, dummies and trouble-makers, it will not 
attract enrollees considering a return to school. It would 
be better if the school were not run only for the disadvan- 
taged (unless enough pride and prestige in the disadvantaged 
community can be developed for the school to counteract a 
negative image; and this kind of pride doesn't usually occur 
in programs run by bureaucratic agencies). 

As an alternative, the school could be kept open to 
all adults in the communi ty--not only for the poor, the 
disadvantaged or the uneducated. Then it would serve the 
community at-large and help the vocational and recreational 
needs of the entire adult population. 
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CHAPTER 6 



ENROLLEE IN TROUBLE WITH THE LAW 



PROBLEM #6: 



Some enroll ees are scheduled for court hearings while 
they're In the agency program, or get into legal 
trouble after they're placed on a job. 

EXAMPLES OF THIS PROBLEM 187 



I OBJECTIVES: 



Objective #1 was to free the enrol lee. Objective #2 
was to save the enrol lee's job. 



EVALUATING THE OBJECTIVE 



190 



I STRATEGY: 



Seven strategies were used by agency staff to achieve 



these objectives. 

1. ADVOCATE FOR THE ENROLLEE 191 

2. GIVE EVIDENCE FOR THE ENROLLEE 195 

3. GET LEGAL RESOURCES 197 

4. GET THE CHARGES DROPPED 200 

5. GIVE EMOTIONAL SUPPORT TO THE ENROLLEE AND 

HIS FAMILY 202 

6. ADVOCATE TO THE EMPLOYER 204 

7. LINE UP A JOB FOR AFTER JAIL 206 



RESOURCEST 



Three kinds of resources are discussed In relation to 



this problem: 

1. IN-SERVICE TRAINING OF AGENCY PERSONNEL 208 

2. A SPECIALIZED COURT UNIT 209 

3. LINKAGES TO SOURCES OF LEGAL AID 210 
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PROBLEM #6:| Some enrollees are scheduled for court hearings while 

they are in the agency's program. Others get into legal trouble 
after they've been placed and thus get into trouble with their 
employers. Both of these kinds of problems are covered in this 
chapter. (Past police records that enrollees already have 
when they come to the agency, and which cause difficulties in 
finding job placements, are dealt with in Chapter 1.) 

EXAMPLES : 

[a] Ctiont cm zn/Lotlzd -in tka otA.zntcition cycZe,. ^ Vu/Ung 
the, time, tkti peA^on got -into t/ioubte, w-itk police,- 

it 6ejeme,d that duAtng the. hou/u he, cooa -iuppo-ied to be 
in cl.a66 he, mo- 6 invoZve,d in a. chAme,. 

[b] Clie,nt cm in an oAi,e.ntati,on eyeZe,, and had a cocvit 

coAe, pending, -in c^kich he. fiejceJ,ve,d a 60 day joiZ 6e.nte.nce., 
I taZke,d to hti motheA, and vi6ite,d kirn at the, county 
jotl. 

[c] A young man o{, 17 came, to Job6-Nou) ioA employment, 
although he. 6tate.d that he. wante,d to AetuAn to school 
[e.ve,ntng6] but he, did ne.e.d mone,y to maintain hi6 ke,e,p 
be.cau6e. he. had a couAt date, pending. 

id) To ke,e,p him ^Aom AetuAning to hurtling I Ae,{,eAAed 
him to anotheA job. He. u)o6 expe,cte,d but on the. day 
that he. wo6 due, to 6toAt iwAk he. did not AzpoAt. 

VuAing my one.- to -one with him I lexiAne.d that he, had 
go.ttzn him6el^ into a gAe.at deal o^ tAouble, and had 
a couAt date, pending . I know that it moa impohtant 
^oA kirn to have a job when going to count. . . . 

ie] Client wa6 hlAed at the bank but pnioA to hii> being 
hiAed theAe he had been picked up and put in jail 
^OA a misdemeanoA which wot a civil and ledeAol 
o^^ense. He did not know how to explain thii co6e 
to the bank. 
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(iJ] I {J0(U> c.aJULzd by -the. pe/uonneX managoA one, tveekcnd 
about om oi my ctients Mho had 6 tAuck a pa 66 engeA 
on the. El and then 6 ent to jcUl. I told hcA that I 
wouZd take, acuie. the, tnctdznt on that ^ollocotng 
Monday. 

(g] Police, called PeMonnel—thcy had picked up my client. 
PeAtonnel called the coach and in^oAmed hhn client 
M06 picked up i^oA 6 hopll{itlng and contributing to 
the delinquency a mlnoA. Personnel wanted client 
to be teJmlnated Irom theln. employ (bank) . 
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OBJECTIVES: 



A: FREE THE ENROLLEE 



The first objective for both kinds of legal problems 
was to get the enrollee off, the sentence reduced or at least 
the judgment arranged so that it does the least damage to 
the enroll ee's employment possibilities. 

B: SAVE THE ENROLLEE 'S JOB 

For those enrol lees who were placed and then got into 
trouble, a second objective was to save the placement. Of 
course, getting the enrollee off was the best way to do this, 
so anything that works for Objective A also works for B. 
However, there are other things that can be done to achieve 
Objective B that don't have anything to do with getting the 
enrollee off. 
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EVALUATING 

THE 

OBJECTIVE 



Whether the agency worker thought the enrollee was 
guilty or innocent didn't influence his efforts. The important 
thing was to get the enrollee on the track of working for 
a living and keep him on it. Agency staff acted on the assumption 
that matters of justice were the business of the court and not 
theirs to decide. 

The two objective above can be used in various combinations, 
depending on the enrol lee's situation. For example, getting 
the enrollee off (Objective A) sometimes required getting 
legal help and bail money. If the enrollee was employed, 
agency staff members sometimes tried to get the employer to 
provide such resources (banks and insurance companies usually 
have lawyers on their staffs). That way the agency worker got 
the company committed to keep the enrollee if their lawyer 
was successful (Objective B). 
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STRATEGY #1 : ADVOCATE EQR THE ENROLLEE 1 



The most frequent strategy was for the agency worker 
to go to court and speak for the client either in the pre- 
trial hearing, in court or privately to the judge in his 



[а] I had a cJUmt going to couAt iofi i>tn.ong-aJm fwbbeJiy 

agcUn6t a 6oldloA. I though ail avznue6 had not bo,2n 
{iOtiou)zd by the, dz^zn&z atton.no,y be.cau^z theAz ML6 
con^ilctcng e.vlde,nae,. Thz judge, c.oii,e.d a and 

I Mznt int.o hli chambeAS along ujlth the, two lowyeAt> . 

Thz judge, a^ke,d me. my opinion and u)hat ihouid hz do 
bzhlnd thz zvldzncz alAzady In. I told him it might bz 
just as advantagzous ^oa, my cilznt to stay on thz 
stAzzt AitkeA than bzzomz possibly hoAdznzd by doing 

a bit. Thz judgz leX my cilznt go and put him on pn.o- 
batlon as a aexuit oi my IntzAvzntlon. 

(б) I had a client u)ho ms going to zouAt on a strong -anm 
AvbbeAy bzz^. Hz sold hz mus Innocent. Hz had gottzn 
szveAoi, contlnuanczs alAzady. It ms> my {^Inst timz 
having to go tv tAlal Mlth anyonz so I wo* tnylng to 
gzt Somzonz to go iviXh mz slncz It ivas Aight oAound 
thz coAneA. Nobody mold go iviXh mz but zveAyonz had 
$1000 u)oAth oi advlcz as to what to do oncz I got to 
couaX. I zvzntuaily got angay a{^teA about 4 oa. 5 
aziusals to go so I told thz cllznl Izt' s go and loz mold 
do thz bzst toz could by ouASzlvzs . Wc loznt to couAt and 
I stood up lolth my client and told thz judgz that the, 
dependent voajs sonX 0 ($ undeA my lolng and I had bzzn giving 
spzclal attention and Mas at thz tlmz tAylng to szeuAz 
him a mzanlng^ul job. Hz subszquzntly Mas tuAnzd loosz 
and hz told mz that hz ielX bzttzA going up theAz In 
laont 0(5 thz judgz Mlth mz AotkeA ihan thz too pzoplz 

hz had bzzn dzailng MiXh pazvlously. Hz said iJwX thzy 
MzAz acting ilkz this Mas just a job Mlth them MheAzas 
I szemzd moaz Involved slncz I had gottzn azaily hot 
undeA thz coiloA In his behalf. 
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(c) I immtdlctXoZy coiled the, cLitnt'i mothcA to 6zz ivh^n 
the, couAt date, woa <set. I meX the, ctie,nt In couAt on 
thz date, 6pe,cx,iizd. Thz cttznt moa choAgzd lAxiXh a 
$200 itne, on. om yeoA tn jcuU. I talked mXk the, judge, 
about Jobi-Nocv and the, cJLient tn question. Thz judgz 
fizduzzd thz ^tnz to $100 that had to bz patd thz next 
month. Hz ooo6 neZzaszd and tmmdtatz couni ettng took 
pZacz. On zvzny payday thz cLiznt gavz mz $25 toivoAd 
hti ^tnz. A month lateA m went back to thz couAt and 
pn.z6zntzd thz judgz lotth thz i^tnz. 
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COMMENTS : 



1.1 KNOW COURT PROCEDURES 



Courts can be very intimidating to those who are not 
familiar with them. Thus, new agency workers would feel more 
confident if they were taught about court procedures and rules 
and watched some hearings and trials. Also, a more experienced 
staff worker could accompany a new one on his first visits 
to court on behalf of enrol lees. 

1.2 ESTABLISH CREDIBILITY WITH THE COURT 

The agency staff member can try to build a good reputation 
with a judge by making sure he keeps his promises on time 
(see Example C above). Such a demonstration of reliability 
can make a judge more willing to go along in the future. 

A specialized unit for dealing with the courts could be 
set up in manpower agencies. The unit could build the agency's 
reputation with the courts so that in the long run, advo- 
cating for the enrol lees would take less time and be less 
disruptive of the staff schedules. 

However, one danger in having a specialized unit is that 
it might not have credibility with the enrollee because after 
a while it would tend to treat court cases as more or less 
routine, and the enrollee would not have gotten to know and 
trust the people in the court unit beforehand. An attitude of 
routineness might help reduce some of the enrollee' s fears and 
be reassuring, but it might also lead him to think that he can 
always get off easily. 
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The best approach would be to have a court unit familiar 
with court procedures and having credibility with the judge, 
but closely linked with the enrollee's coach or counselor. 

The enrollee's advocate and a meir.ber of this court unit could 
work together with the enrollee when he has a court date. 

This kind of arrangement has both the advantages of specialized 
expertise and of familial ity with the enrollee. 
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I $TRATE'G'Y~'?^2: GIVE EVIDENCE FOR THE ENROLLEE 



In Strategy #1, the agency worker spoke for the enrol lee 
in general terms. He stressed efforts to get the enrol lee 
onto a job, the agency's support for the enroll ee, his willing 
ness to take responsibility for the enrol lee's welfare, the 
benefits to the enrollee of not going to jail, and so forth. 
Less frequently, it was possible for the staff member to give 
specific evidence in the enrol lee's defense or to get others 
to serve as character witnesses for the enrollee. 

EXAMPLES: 



(а) The client im znAoUzd in thz onizntcuUon cycZz at ^ 
Job6-NoM. Thz timz hz iva6 in ouA zyclz hz MOAking 
poAt timz and got in tAoabtz with thz poUaz. T 
attzndzd thz tAial thz {iOiZowing mzk. T pAz^zntzd thz 
attzndancz shzzt which 6tatzd thz ctcznt wa6 in ouA 
cIa66Aoom at thz timz. Thz cLiznt wai, AztzoMzd and 
cIzoAzd 0 ^ all choAgzs. 

(б) It 6zzmzd that duAing thz houAA hz wo6 i>appo6zd to bz in 
clo6-6 hz ukU involvzd in a cAimz. Thz coundzloA and 
my6zl6 attzndzd thz thiol which waA thz iolZowing day. 

We pAz6zntzd thz attzndancz book which 6tatzd that thz 
cXizwt woA moAkzd pAziznt at that poAtiailaA timz that 
thz cAimz wob comittzd. We wznt to couAt bzcaiuz thz 
cUznt was in cCo6-6 at that timz. Thz outcomz wo6 that 
thz ctiznt W 06 Azlcaizd and clzoAzd in thz tAiaZ and 
AZiumzd hC& 6tay at Job6-Now. 

(c) Thz cZiznt did lot know how to zxplain thli co6z tp thz 
bank (his employer). ThzAz^oAz 1 talkzd to thz vicz~ 
pAZ6idznt and thz pzMonnzl managzA and al6o thz job 
dzvzlopzA and oikzd thorn to bz choAactzA witnz66Z6 at thii 
cliznt' i tAAjol. Thz ctiznt wo6 Azlzaizd and ^ound not 
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2.1 AGENCY ATTENDANCE RECORDS 



Although staff used agency attendance records as evidence 
(Examples (a) and (b) above), experience in manpower agencies 
shows that these records are highly unreliable. Attendance 
is not always taken, enrollees are permitted to sign in for 
others, etc. If an unreliable record were given as evidence 
and then later found to be wrong, the agency would lose its 
credibility with the court. The point is clear: if the agency 

is going to use its records in court, it has to make sure they 
are accurate. 

2.2 THE EMPLOYER AS WITNESS 

The employer is a more influential witness for the 
enrollee than the agency worker, who is sometimes seen as a 
"bleeding heart do-gooder." However, it is likely to be diffi- 
cult for the enrollee to ask his boss to appear in court 
for him. The agency worker can ask the employer to testify 
and kill two birds with one stone. He can get the enrollee 
off and also have the employer develop a more intense commit- 
ment to that enrollee. The theory of "dissonance reduction" 
(described in Chapter 2) shows that when an employer says positive 
things about an enrollee, especially in public, he is likely to 
make his behavior match his statements. He becomes more positive 
toward an enrollee as a result of testifying for him. 
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STRATEGY #3: GET LEGAL RESOURCES 

If an enrollee is charged with a felony, the court 
is required to provide him with an attorney if he cannot 
afford one. But if the charge is a misdemeanor, the 
enrollee is not always provided with help in his defense. 
But even a misdemeanor can cost him his job. It can cost 
more money than he can afford to pay and give him a record 
that makes future employment more difficult to get. The 
agency can help by getting legal aid for him, includjng 
bail bond. EXAMPLE : 



(di) VoAiiOnnzZ ijoayitzd -t/ic to be. teAjncnutzd 

thcAA ejnploy (bank) . Thz coach' 6 po-ittton that 
the. eZient had not been proven Quttty any ch<^e, 
and until the^e, choJiget mfie pAovzn oh. dUp/ioved 
thz cJUent'6 job ^tatuA should Kematn the. 6amz. 

The. cZlent u )04 baJJie,d out af^teA. batl had be.e.n 
lovoeJie.d, Job^-Noio 6tood h.eApon^tblz {^oh. thl6 
cJUznt, BecauAz the. coach u )06 aufoAe. o^ the FICA 
h-ullng and the ^lArn cormutment 0|$ Job 4 >~Noio behind 
tkei client, the bank extended legal ^eJoJlceA 
tom.Kd hl6 de^en6e. The client cooa ^ound not guilty 
0(5 itold chime, and hli job u)o6 kept IntacX, because 
he w>o4 pehmltted to continue Mohfiing until the tfmxl 
date. 
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3.1 THE IMPORTANCE OF BAIL 

Getting bail for an enrol lee or placing him in 
the custody of his parents, the agency or on his own 
recognizance, can preserve the enrol lee's job. If 
after finally getting a job, the enrol lee lost it 
because of an arrest (even before his guilt could be 
judged) the tendency to ascribe job success or failure 
to "luck" or "the breaks" instead of to one's own efforts 
would be further strengthened. In fact, most people 
who come to trial are found not guilty. And most of 
those found guilty don't actually go to jail. So the 
enrol lee who has been arrested has an excellent chance 
of being able to stay free to work until the trial, and 

after. 

3.2 LEGAL AID 

It may seem outlandish to ask an employer to 
provide legal aid to an enrol lee working for him, but 
an increasing number of employers (especially large 
companies) in fact ^ provide counsel. There is no harm 
in asking and much to be gained for the enrollee. If 
the company can help, it is to the enrollee's immediate 
benefit. And if the company does not provide such help, 
the request might help the employer become aware of the 
need, and might stimulate him to develop plans for 
providing legal assistance. 
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Of course, it is necessary to distinguish between a 
serious request and a demand , and to use whichever tactic 
is more likely to be effective in the particular circum- 
stances. As a matter of policy, official agencies cannot 
make such a demand on an employer and agency staff need to 
be clear on this limitation if they are not to be embroiled 
in needless hassles. But staff members can make the employer 
aware of the possible consequences of his decisions. They 
can show how it might hurt the company's reputation in 
the community. However, staff must remain aware of the 
possible consequences for their future effectiveness if 
they violate the employer's confidentiality. 
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STRATEGY #4: GET THE CHARGES DROPPED 1 



Fo»" relatively minor offenses, it is sometimes 
possible to get the complainant to drop the charges. In 
the following example, the person bringing charges against 
the enrol lee was not personal ly harmed by the crime. He 
was charging the client for an offense committed against a 
company . However, it may also be possible to get an 
individual complainant not to press charges if he is 
generous and the staff member is persuasive. EXAMPLE : 



[a] One my paA,tc(upant6 that wca, mployo.d at a bank, 
picked up ^ 0 ^ 'ihoptt^ting . HeA motkeA caZZzd 
me and told me uohat the, iitucuUon wai, 6 he. aUo 6(ud 
6 he had called the bank and told pefitonnel that hen. 
daughteA wai 6lck and could not come in. She wa6 
a^naJid that U -6/ie had told the tAuth heA daughten 
might lo6e heA job. But it jait 6o happened th^ ihe 
young lady wen alneady on pnobation and heA pAobation 
o^^iceA had come to 6ee i^ 6he wo6 at woAk because 
6he had heA name 0i5i$ O)^ 6ome of, the nepoAti but 6he 
didn't know if it wai, the i>ame ginl. 

I pAoceeded to call the. bank and talk to my contact 
peA^on. I told him what the motheA'6 nekton wen foA 
telling the lie. I enked kirn to take into covnideAa- 
tion that theie one the people we oAe tnying to help. 
He told me he would th^enk about it and call me back 
in a day OA two. He called me back the next day and 
diked me if he could oAAange to have the matteA oveA- 
looked, could I help heA get out 0 ($ tAouble and have 
heA back on the job w.ithin a feiw dayi. I told him I 
would Vi.y. I wevt to the 6toAe and talked to the 
JiecwJty officeA and told him what the iitaa^on wen, 
he d'dn’t want heK to lohe heA job but he cUdn t know 
what he could do. I enked him to give heA a. bAeak, I 
would even pay fcA the goAment that they &OAd i he had 
stolen. He 6. id youA tAying to help the young lady 6o 
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H 



much I u)on'^ pA,2/S-6 chuAg&6 • But. I count you to cuLt 
me. and tut me knoco cohat 4/ie’4 dotng. 1 coant to knoco 
T made ^^e Ktght dc.cJj>ton. By tetting^ people knoco 
that thojy can be ketp^uZ to someone, mo^vaieA -tb.cm 
.to become heZp^uZ. 

The choAga com dropped and the young lady AotuAned 
tjo cooAk and l6 doing vcJiy coolt, ike' 6 had two pAomo- 
tloni. The ^ecunlty^ o{^(^lceA at the 6toAe wo6 veAy 
happy about fili decision. 
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I STRATEGY ~#5: GIVE EMOTIONAL SUPPORT TO THE ENROLLEE AND HIS FAMILYj 

An arrest and a trial--to say nothing of a conviction-- 
are major emotional crises. Agency personnel frequently 
responded to such crises by providing emotional support to 
both the enrollee and his family. EXAMPLES : 



(a) ...he, t 2 .azlvzd a 60 day jcUl izntence,. I Mked to 

ht6 mothoJL, and vtsttzd him at the. county jatl. I 
(A)OH.kcd Mtth 0 (^ the job devetopeAi to tet:atn a 
job ^o/L him aiteA the 60 day joul sentence mcu 
iCAved. when he came out, he too6 ^totted the next 
day at ^2. S9 IhouA. 

(fa) ...idle outcome 0(5 hu> couAt appeoMnee-- sentenced to 
one month in the Houie 0 |$ CoAfiection. TaZked loith ^ 
hUi poAent6 ca welZ ai peAionnel in Company A and it 
WJ 04 decided that the ctient would temain with th 
company. 
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COMMENTS: 



5.1 TIME AND ATTENTION ARE SUPPORTIVE 

When an enrollee is arrested, he and his family feel 
as if the official world of government has turned against 
them. That is made even more frightening by the feeling 
that the official world has a long memory--that once it is 
against you, it never forgets or forgives. Thus, the 
entire future seems at stake. When the staff member as an 
official representative of the agency gives sympathetic 
attention to the enrollee and continues to work on his 
behalf, he is reducing such fears by showing that not all 
of government's representatives are against him. 

The trust which may develop in response to the staff 
member's demonstration of interest and commitment may be 
invaluable co the enrollee. And through him, the agency's 
reputation in the disadvantaged community can be greatly 
helped. 
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STRATEGY #6: ADVOCATE TO THE EMPLOYER j 

Even when an enrol lee had to serve a sentence, coaches 
convinced some employers to take the enrollee back. Some 
examples of this have already been presented. 



I COrtlENTS: 



6.1 WHEN WILL IT WORK? 

Although not much is known about the type of employer 
most likely to take the enrollee back, the following clues 
seem reasonable: 

a. If the sentence is short, the employer will be 
more likely to rehire the enrollee. 

b. Larger companies are more likely to agree to rehire 
the enrollee since they can hire someone else in 
the meantime and still be pretty sure that they 
will have a slot open when the enrollee gets out. 

c. Companies that employ people with prison records 
are more likely to agree. 

d. If the enrollee was employed for a long time before 
the conviction, the company will be more likely 

to agree. 



6.2 GET IT IN WRITING 

If the company doesn't make some kind of public commit- 
ment, it would be easy for it to back out later. This could 
be a profound blow to an enrollee who has been counting on 
having a job when he is released from jail. It would there- 
fore help if the agency worker could get the company to make 
a written promise. 
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But no company will write a legally binding guarantee 
of re-employment.' Therefore, the agency worker should at 
least try to get something in writing that leaves the company 
with an out. This could be a letter which states that unless 
there are unforeseen circumstances, the company hopes and 
intends to rehire the enrollee. This doesn't bind the company 
but it does make it awkward for the company to back out. 

One way to get a written statement from the company is 
to first get a verbal promise. Then the agency worker can 
write to the company summarizing the "promise" (with the 
escape clause suggested above). This letter might appear 
to be a "thank you" note which describes the "promise'* 
made by the company. The end of the letter could then ask 
the company to send a letter confirming the correctness of 
the "promise" described--for the agency records. The letter 
the company sends in response can then be used as a non- 
binding record of the company's promise to rehire the enrollee 

6.3 SHORTEN THE ENROLLEE'S TERM 

The agency worker might use this letter from the ccmpany 
for another purpose. He could show it to the court to help 
the enrollee gel an early parole or early release. 




220 



PROBLEM #6 



OBJECTIVE 



Enrottee in Two kinds 

trouble with 
the taw 



STRATEGY #7 ; 

Line up a 
cob for 
after jail 



EXAMPLES 



RESOURCES 



STRATEGY #7: LINE UP A JOB FOR AFTER JAIL 



If an enrol lee wasn't employed when he went to court 
or jail , or if the employer would not agree to retain him, 
then the agency worker tried to line up a new placement 
for the enrol lee. EXAMPLES: 



(a) I knm that it impoHtant ion. him to have a job 

LOken going to couAt. . . I zxplainzd to him the impoAtancz 
0 ^ hii getting a job and maintaining it. Instead o^ 
a job he um placed into a (training) pAogtam. We 
appeoAed in count uoitk him, Hi6 co6e MU iiupended 
and he i6 cioinently working ^iOtUiacto fitly. 

(fa) I Monked (joith 6ome o{, the job develope>u in oAdefi to 
Actain a job {,oa him a^ten the 60 day jail sentence 
MU &eAved. ^hen he came out, he wa6 -blotted the next 
day at $2,59fhouA, 
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I COMMENTS: 



7. 1 A JOB OR TRAINING 

A job is better than training because it is more 
persuasive to the court and the parole board and usually 
more desirable for the enrollee. The hitch is that the 
agency has little control over the job market and can't 
always be successful in lining up a job. 

But it does have control over training programs. It 
can hold a slot in a program which is scheduled to begin 
about the time the enrollee is supposed to leave jail. 

This is the reasonable thing for the agency to do if it 
can't get the enrollee a job placement. 



7.2 MAINTAIN THE EMPLOYER'S COMMITMENT 

It's fairly easy for an employer to make a vague 
promise to consider the enrollee for employment when he 
gets out. The enrollee may exagg< 2 rate this promise in his 
mind so much that his disappointment (and bitterness) is 
great if the job does not come through. 

So the agency worker shouldn't make any firmer promises 
to the enrollee than he can keep. But there are some things 
the agency worker can do to strengthen the promise: 



1. he can get the employer to wri te his promise (with a 
suitable escape clause) in a letter and send a 
carbon copy to the enrollee; and 

2. he can maintain the employer's interest and commit- 
ment by giving him occasional messages about how 

the enrollee is getting along, how well he is doing ) 

in prison activities, etc. Such messages will remind i 

the employer of his promise and help keep up his | 

interest in the enrol lee's welfare. j 
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i RESOURCES:'! This chapter describes two important steps that manpower 

agencies can take to increase their effectiveness in responding 
to enrollee legal problems: (1) in-service training of agency 

staff; and (2) a specialized unit for dealing with law 
enforcement and criminal justice officials. A third resource 
would also be useful: (3) linkages with sources of legal aid 

that would be available to enrollees, such as free neighborhood 
legal aid centers. 

I RESOURCE #1: IN-SERVICE TRAINING OF AGENCY PERSONNELTI 

It was pointed out that agency staff are sometimes 
called upon to advocate for enrollees with the police and 
with courts, either informally or as witnesses on the stand. 
However, agency staff from the same community as the enrollee 
might be just as intimidated by the court, and just as 
unfamiliar with court ritual and etiquette. Yet it is impor- 
tant to know this ritual and to use it to gain the court's 
confidence. It would therefore be very helpful if agencies 
provided new staff members with in-service training in how 
to deal with the legal system, and some early exposure to 
actual courtroom situations. In their first few dealings 
with court, they should be accompanied and helped by a 
more experienced staff membe*^ who can teach them the ropes. 
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I RESOURCE 12: A SPECIALIZED COURT UnITI 

Obviously a specialized court unit can build up more 
experience and expertise and a more persuasive relationship 
to legal authorities and courts, than can agency staff as 
individuals. Such a unit doesn't have to be highly special- 
ized. In some agencies, the court units could be small 
groups of manpower workers who have been assigned to handle 
legal matters and learn what they can from available resources. 
Such a unit could serve two particular purposes: (1) it 

could help enrol lees locate effective legal aid when they 
need it; and (2) it could advocate for the enrollees to 
court officials. Of course, such a unit cannot practice 
law and cannot offer legal advice to enrollees. 

Because a specialized unit is not as likely to 
personally know the individual enrollees who need their 
services, (and aren't likely to be as passionately committed 
to the enrol lee as the agency worker) it would be wise to 
include the enrollee's coach as a member of the unit when- 
ever the unit is working with or for the coach's enrollee. 
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I RESaURCE n: linkages To sources Of legal aiu 



There are increasing numbers of legal resources both 
inside and outside the Establishment which can be helpful 
in particular cases. Civil rights, civil liberties and ethnic 
organizations can provide legal aid, as can women's liberation, 
gay liberation groups, neighborhood legal aid centers, 
consumer protection societies, welfare rights organizations, 
etc. Any of these could be effective in particular cases 
( effectiveness is the important element, not how "radical" 
the group is). But individual staff members can hardly be 
expected to have knowledge of or access to all the reso;jrces 
available. This is another argument in favor of a specialized 
legal unit. The unit would make it its business to know 
about all these resources, and develop at least informal 
relations with them so that they would respond when an 
enrol lee was referred to them. 
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ENROLLEE'S PERSONAL WELFARE IN DANGER 
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The enrol lee has personal problems which do not 
require legal advice or aid. 

EXAMPLES OF THIS PROBLEM 

The objective here is to protect, restore or increase 
the enrol lee's health and welfare. 

EVALUATING THE OBJECTIVE 

There were three strategies used to achieve this 
objective. 

1. ADVISE THE ENROLLEE 

2. CHANGE THE ENROLLEE'S EXPERIENCE 

3. ACT FOR THE ENROLLEE 

Two resources are suggested in order to deal with 
this problem. 

1. MENTAL HEALTH CONSULTATION 

2. ACCESS TO DRUG TREATMENT PROGRAMS 
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i PROBLEM #7: ENROLLEE'S PERSONAL WELFARE IN DANGER | 

The smallest significant category of problems that 
coaches dealt with were those in which the enrollee was in 
some kind of personal trouble (other than legal). Most of 
these were health-related and family problems. In some of 
the cases, the enrollee told the worker about his troubles. 
EXAMPLES: 



(a) dLi<int had completed (orientation) cyc^^ hz u)a6 

a^6^md to me. At thii turn he didn't accept the 
job6 we o^^eAed him due to kt6 adcUctton to noAcotici. 

He had mJ^eJid. tkU> tn^o^imatton ^Aom the couyneloA 
ioA he ieZt {^imny Aerating tkti to a ivoman. (But 
he told the male coach). 

(fa) female cZlent stated that 6 he w>o4 having tioubZe with 
heA husband due to heA woAktng at ntght. Husband wanted 
heA to woaJz day4>. She liked the Job and wanted to woAk 
nights, 

(c) Client catled me about his Job. He wous beaten up and 
his eyes weAe atl swollen. He could only see out o^ 
one eye and the otkeA one wa^ swollen. 

In other cases, it was the agency worker rather than the 
enrollee who defined the situation as a problem. EXAMPLES : 



id) Client assigned to coach to be placed in employment. 
ViscoveAed duAing inteAview with client she had a 
seAious pAoblem aside ^Aom not being employed. She 
Was living with a gAoup o^ pAostitutes . Client 
in^oAmed me she had not yet become involved in 
pAostituting oA using dope. 
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(e) I w>o4 doL^lg io^ZoM-up on a cJUznt and 6h^ told me 
w>o4 contemplating getting ma/uUe.d. She um 17 
and the. ^eltoiA) iajo^ IS. She 6 old he Monke.d but 6 he 
didn't knoM u)heAe. He teas 6appo6edly u)ohklng dou)ntoivn 
making oveA $3.00 an houA. 

(jj) Thl& young lady 6eemed to think that no one liked heA 
because OjJ heA physical appeoAonce. So 6he jU6t uoanted 
to go thAough the p^gAam but did not mnt to go on a job. 

ig) A young lady moa pAegnant. . .She told me a he wanted the 
bahy but by not having any money Ahe moa going to get 
Aid OjJ It heA my. 
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EVALUATING THE OBJECTIVE 



The primary objective in these cases was to protect , 
restore or increase the enroHoe's health and welfare . In 
these situations, saving the enrollee's job or getting him 
placed took a back seat to this main objective. 



Chapter 1 also deals with personal problems of enrol lees, 
but in those cases the agency staff put placement first. In 
this chapter employment is a second consideration, even 
though most of the problems came to the coach's attention 
because they interfered with employment. Interfer ence with 
empi oyment is the big difference between the problems in 
Chapter 1 and those here. 

Generally coaches were conservative in setting this 
objective. That is, the tendency was to treat most enrol lees 
as Problem #1 cases, and to try to get them placed--the health 
and welfare problems came first only in a small number of cases 
There seemed to be three factors staff considered when deciding 
to choose this latter objective over the Problem #1 objective: 

a) if the problem clearly made placement or job retention 
impossible , this objective might be used. 

b) if the worker felt strongly that prospects for satis- 
factory placement would be dim if something weren t 
done to solve the problem at once, he might have this 
objective. 

c) if the enrolloe requested help on the problem, this 
objective could be used. 
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SOME REQUESTS ARE DISGUISED 

Enrollees don't always directly ask for help on a problem. 
Sometimes they are embarrassed to admit they need help, even 
when they know they are floundering and would accept assistance 
if it came their way. Sometimes they don't ask because-- 
surprisingly--they think that their personal problems are not 
what employment counselors want or are willing to deal with. 

And some don't ask because they think they are supposed to 
take whatever the worker gives them, answer his questions, and 
do only what the staff member tells him. They think that it 
is the employment worker who is supposed to decide what is 
important to talk about, so if the worker doesn't raise the 
issue, the enrollee is not supposed to. Such passivity is 
quite common among disadvantaged people when they are involved 
in bureaucratic agencies. In school they've gotten the message 
that they're best off keeping in "their place" and not letting 
their individuality come to the attention of people in 
official positions. 

However, enrollees sometimes ask for help in indirect ways. 
They'll "mention" a situation in passing, say during an interview 
or informal conversation, and hope that the coach or counselor 
will pick up on it. Or they'll mention it and wait to see the 
coach's reaction so they can tell whether it's safe to say more. 
Or they'll talk about it to another enrollee, especially one 
who might tell the employment worker about it. 





OBJECTIVE: 



PROBLEM #7 

Personal 
problems of 
enrottees 



protect or 
Increase 
enrollee 's 
health or 
we I fare 



STRATEGY 



RESOURCES 



EVALUATING THE OBJECTIVE 




These enrol lees might even make a weak denial that the 
situation they "mentioned" is a serious or bothersome one. 

They are still testing the worker to see if it's safe to say 
more. But a little encouragement from the worker can make 
the enrollee reveal that he is concerned and upset and would 

welcome help. 

MAKE IT EASY FOR ENROLLEES TO DEAL WITH PERSONAL PROBLEM S. 

Sympathetic listening and encouragement to talk about 
the situation is often all that is needed for the enrollee 
to blurt everything out. If, after some minor hesitation, 
there is a flood of details, words, and tension, you know 
that the enrollee really was indirectly asking for help. 

But if the story comes out in a matter-of-fact way, or the 
enrollee continues to not want to deal with it, it may not 
be as much a problem as the worker thinks, or the enrollee 
may quite sincerely feel that it's none of the agency s 
business and that he'll handle it himself, somehow or other. 

He has that right; no one has to talk about his private life 
in order to get service from a public agency. The worker can 
check it out simply be telling the enrollee that he's more 
than willing to work with the enrollee on the problem if the 
enrollee wants to work on it now. If not, he can tell the 
enrollee that they can work on it another time if the enrollee 
ever changes his mind. But don't be too soupy about it. 
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There is another thing the agency can do to assist 
enrollees who don't ask but really want help. Since many 
don't know that it's 0K--it's part of the client role--to ask 
for help, there are ways the agency can show the enrollee 
what he can (and should) do in his role as an enrollee, and 
what the worker does in his role. Several experiments demonstrate 
that if you show new enrollees a film or videotape of other 
enrollees being counseled, the new enrollees make better use 
of their time with the worker. This has been demonstrated for 
both group and individual programs. One manpower agency even 
made its own 15 minute videotape to show to new enrollees. 

This was done by inviting former enrollees back for a group 
session to tell employment workers what their experiences in 
counseling had been. This session was videotaped and then 
edited down. 

If you don't have a suitable film or can't find a film 
clip from any of the training films that are available to the 
agency and can't make a videotape, then an employment worker 
(for example, the interviewer) can tell new enrollees that it 
is OK to bring up personal problems. But agency workers are 
often not as effective as the audio-visual presentation because 
many disadvantaged enrollees readily interpret those kinds of 
messages from staff members as sales propaganda. 
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EVALUATING THE OBJECTIVE 



BUT DON'T OVEROO IT 

Don't get too insistent that enrollees talk about their 
personal problems. Some will resent the notion that they 
are so messed up that they need to get help from an agency. 
Others will get the idea that the best way to keep the staff 
happy and interested is to make up a bunch of "problems" or 
some gory adventure stories. You'll get many more "problems" 
than there really are, and it may be hard to tell the real 
ones from the jive. See Chapter 2 for a more extended 
discussion of "psychologizing" the enrollee. The important 
thing is to get the right message across: that the agency 
wants to help on personal problems, but that it also recognizes 
that for most enrollees help in employment is what th iy came 
for, and they don't have to have hang-ups in order to get good, 
personal attention and help in getting a job. 
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I STRATEGY #1 : ADVISE THE ENROLLEE | 

The basic strategy coaches used— especially if they 
defined the situation as a problem (instead of the enrollee 
asking for help)--was to counsel the enrollee. This counse- 
ling consisted of exploring the enrollee' s feelings, advising 
and urging him. EXAMPLES : 

(а) I advAJidd han. tjo think about this move a tittZo, iongeA 
bdcause Ahe had told me heA tntzndzd'6 chaAncteA i0o6 

a bit ^taky. Shz mo6tiy Mantdd to get amy ^Aom heA 
home CO ncUttoni , uohick loeAe veAy bad and not conducive 
to bAingtng up a healthy, noAmal young lady. She 
subsequently gave the matteA some ^uAtheA thought a^teA 
m had had consideAable one-to-one type conveASations. 
She got heAsel^ a job and ^ound out lateA heA ^ella 
msn't (OOAfeing at all because he ivas tAying to get money 
^Aom heA. She's doing much betteA nou) and has moAe OjJ 
an insight on the types o^ young ^ellom out theAe u)ho 
oAe basically tAying to use othehs. 

(б) I told heA Aepeatedly that she should not hanm heASeli 
and to have the baby- -and put It in an oAphanage until 
she Is about to suppoAt heAsel^. iJJith Aeluctance she 
had the baby-soon a^teA a membeA OjJ heA family sold 
they'll keep the baby until she's able to have the 
Aes po nslbility . 
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COMMENTS: 



1.1 THE PROS AND CONS OF GIVING ADVICE 



Professional counselors usually do not favor giving 
advice for good reason. There are many examples of "good 
advice" going wrong. Enrollees come to the agency expecting 
to get advice, and assume that anyone employed by the agency 
knows what he's talking about. And if the advice turns into 
urging, the enrollee is pressured to feel that he must obey 
in order to get a job. The enrollee is the one who pays the 
price if the advice is bad, even though the responsibility 
for the advice lies with the worker. Once more the disadvan- 
taged are messed over by having others tell them how to run 
their lives. But there is another side. Advice can be helpful. 

No one knows how many people have been helped by good advice, 
compared to the number who have been hurt by poor advice, so 
there's no way of estimating the benefits compared to the costs. 

It is known that disadvantaged people are more likely to 
expect advice than are middle class clients because they believe 
that's the purpose of having counselors, interviewers, coaches, 
etc. There is a great deal of psychological research which 
shows that people do better when situations match their expecta- 
tions. If you can't change the enrollees' expectations (i.e. , 
by showing a film of people being counseled) then it's better 
to try to live up to their expectations. Otherwise, many enrollees 
will think that you are not interested enough in them to want 
to help (as they define help), that you don't want to do what they 
want, and only want to do what you want. They may interpret long 
explanations about nondirective counseling and the importance of 
not giving advice as a snow job, because if you can't give advice, 
they can't imagine what you can do that would be of any real help. 
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Many enrollees don't have the patience or practice in 
exploring their feelings and they want something to ^ about 
the situation. Many people (especially poor people) see 
their problems as external rather than as being caused by 
themselves. Of course, they are often quite right about that, 
so they see no sense in just exploring their feelings without 
getting advice on what actions to take. 

Research and experience show that when the agency worker's 
behavior comes closer to what the enrollee expects, the enrollee 
gets more out of it. If that means giving suggestions, then 
give them. And it can even mean urging the enrollee to take 
advice because some enrollees really want this kind of emotional 
support. This will help enrollees feel more confortable about 
doing something they want to do but which they feel inhibited 
about doing on their own without someone else backing them up. 

To summarize the pro and con: 

a. Pro 

1. many people expect advice and do better when 
workers match their expectations. 

2. many enrollees need advice and want it. 

b. Con 

1. advice can turn out bad and can land the enrollee 
in worse trouble. 

2. following the advice may be seen by the enrollee 
as a requirement for continued service and a job 
referral . 
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1.2 ADVICE ON ADVICE 

Here are some suggestions to help resolve the question 
of advice: 



a. Give reasonable alternative suggestions, and let 
the enrollee choose what seems best for him. 

b. Follow-up closely. 

c. Let the enrollee know that you will back him in 
switching to a different alternative if his first 
choice doesn't work out after a fair trial. 

d. After giving a suggestion, ask the enrollee if it 
seems reasonable to him, and if he wants to do it. 
Ask him to outline the pros and cons of the alterna- 
tives, so that you and he know that he has made his 
own choice instead of blindly following what he 
thinks you prefer. 

e. Honesty demands that you state your preference, if 
the enrollee cares enough to ask your opinion. But 
respect for the enrollee demands that you let him 
know that your preference may not fit him as well 
as some other alternative, so he must decide. 
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STRATEGY #2: CHANGE THE ENROLLEE ‘S EXPERIENCE j 

When advice and verbal support aren't enough, coaches 
tried to give enrollees some experiences that would change 
their attitudes or feelings. This strategy was particularly 
appropriate when the problem appeared to be a result of the 
enrol lee's feelings and attitudes (rather than an external 
situation). EXAMPLE: 



(a) I expitUmd to tkU young lady that beauty ti only 6fun 
deep and that ugllne66 ti to the bone. I even went 
{^oA. 04 to e6coAt heA to 6evenal places wheAe. they wenz 
eattng vohtle In the (orientation) eyele. kf^teA 6he met 
40 me 0 ^ the people I knew and they tAeated heA like dny 
otheA human being heA mind began to change. She ^ound 
oat that the people who weAe talking about heA appeoAcnce 
weAe stupid and 6el^t6h. She Aealized that all people 
oAen't that way. So heA mood changed, t>he got heA job, 
and ij> doing well. 
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2.1 PRECAUTIONS 

A successful experience can help a person develop a 
more hopeful outlook. But experience alone is usually not 
enough. The young woman in the example probably had many 
experiences with people who didn't reject her because of 
her physical appearance, but she probably didn't even notice 
they were accepting her because her expectation of being 
rejected was so strong. So it needed someone (the coach in 
this case) to point out to her that the experience was success 
ful and that the people at lunch did not reject her. 

But only a few experiences like this are usually not 
enough to make a complete change of attitude and expectation. 
It takes many new experiences to add up to all the damaging 
past ones. Manpower workers don't have the time or resources 
to carefully plan a long series of corrective experiences. 

More importantly, there are dangers involved. 

A long series of corrective experiences which go close 
to the heart of a person's fears and emotions about himself 
usually leads him to develop very intense feelings about the 
person he shares those experiences with. When people go 
through thick and thin together, they often develop a close 
emotional bond. The result is that the enrol lee can become 
very emotional about the coach and dependent on him. The 
coach's position can't support such a relationship and sooner 
or later the enrol lee is going to be disappointed, hurt and 
right back where he started from (or even worse). 
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Another danger is that a very anxious person can be thrown 
into an emotional panic if he's forced into an experience 
he can't handle and which arouses intense fears about himself. 

With enrollees like this, some mild experiences that 
are not very threatening can be helpful in the short run. 

They can be enough to push the enrollee over the line into 
taking some step, like accepting a job, that will lead to 
better experiences in the future. But if the enrollee is 
really anxious and if it would take some heavy experience 
to break across the line, he should be referred to expert 
psychological help. 

It is sometimes difficult to know where to draw the 
line between heavy coaching or counseling and psychological 
treatment. It would help if the agency had a mental health 
consultant available who would make recommendations in the 
gray areas where judgment is difficult. 
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I STRATEGY #3: ACT FOR THE ENROLL EE 



There are several examples of cases in which coaches took 

over for enrol lees and acted for them when the enrol lee felt 

that going it alone wasn't possible. EXAMPLES : 

(а) I IzoAmd om aunt lAving in Chicago du/iing the 
intcAvioM). I (,cit that the mo6t mpoAtant 6tcp MOi 
to Amove client iAom heA pAe&ent enviAonment. And 
6econdly to place heA in meaningful mplo yment. Client 
felt aunt Mould Aeject the idea otj heA staying u)tth 
heA, because 6he had no job. Client agAeed to let me 
6peak to heA aunt. I contacted aunt, made heA awoAe 

of the existing pAoblem, Aunt agAeed to lot client 
^tay Mith heA pAoviding 6he had a job. I 066uAed 
aunt client Mould be placed in employment, f^ext day 
client moved in Mith heA aunt. 

(б) I AefenAed him to the dAug abu6e pAogAam. I took him 
oveA theAe peAionally MheAe he and I and the head of 
the pAogAom 6ot doMn and talked about hl6 p'Loblem6. 

This Mas done foA the client' i OMn good because he had 
expAes^sed the need foA help. The outcome Mas that 
the client, afteA enAolling in the dAug abuse pAogAjom, 
oveAcme his feoAS of noAcotlcs. He Is noM MOA.king 
and doing fine. 

(c) I Ment to my client's job and talked to his supeAvisoA 
about him getting tAeated. They had a eye clinic. ifJe 
SOM the doctoA and found out that he could only see out 
of one eye befoAe hi^s accident. He had only MOAked at 
the company foA too months and he did not have insuAance. 
ifJe made aAAangements ivith the doctoAS to opcAote on his 
eye afteA his insuAance became in effect. Client Mas 
opeAoted on successfully at the hospital. He is still 
Mell liked by patients as Mell as doctoAS and nuASes. 

His Mife Mas expecting a baby and the nuAScs on the flooA 
gave heA a shoMCA. She also had heA baby at the same 
place MheAe heA husband MOAked. 
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COMMENTS :| 3.1 THE IMPORTANCE OF AN ALLY 

The impressive thing about these examples is the supportive 
warmth provided by the coaches by just being there when the 
enrollees had to deal with the outside world (a drug abuse 
program, a hospital employer). Of course, the things that 
the worker did were also important beyond just being there, 
especially when the enrollee felt he couldn't handle the 
situation alone. 

3.2 ENROLLEE DEPENDENCE 

These were all examples in which the enrollee asked the 
coach (directly or indirectly) to be an ally and to act for 
the enrollee. Each example was a crisis; and was not the time 
to counsel the enrollee to be independent and to feel that he 
could handle his own affairs. Since most people don't have 
such crises very often in their lifetimes, there is no reason 
to feel that helping them deal with these crises would make 
them dependent for the rest of their lives. It is probably 
safe to assume that once over these crises, enrollees could 
and would handle their own affairs with reasonable self- 
confidence--and with the feeling that if they did need 
outside help again, they could get it. 

3.3 NOT ALL ENROLLEES WANT HELP 

The coach did not force himself on the enrollees in 
these examples and didn't act for them without their 
permission. That is important because most enrollees say 
they don't want workers to interfere in their personal lives 
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or handle things they can take care of themselves. It is OK 
for a worker to offer to help — and he should do it without 
making it seem that the enrollee would be considered an 
immature kid if he needs and accepts such help. But it is 
up to the enrollee to decide if he wants the worker to 
step in and do things for him. 



me 
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This chapter suggests two resources which many manpower 
agencies are finding useful: (1) mental health consultation; 

and (2) access to drug treatment programs. 



I RESOURCE #1: MENTAL HEALTH CONSULTATION 




As manpower agencies become more and more comprehensive 
in their services, there is a greater need for consultation 
with experts who can help agency workers draw the line 
between coaching/counseling and psychological treatment. A 
mental health professional can help do this. Consultations, 
coordinated with in-service staff training and/or case 
conferences could probably be arranged with public clinics 
(such as mental hygiene clinics or psycniatric out-patient 
hospital clinics). 

However, the agency must be careful since many professional 
experts have a tendency to define all situations as ones which 
require professional handling. This tendency seems to be 
especially strong among mental health professionals. It 
results in excessive psychologizing of what are really social 
and economic problems (see Chapter 2 for a disucssion of 
psychologizing the enrollee). Further, the experience and 
techniques of professional mental health workers are usually 
centered on middle class patients and do not always apply to 
the disadvantaged. 

It is therefore important that the manpower agency select 
its consultant carefully. Ideally, it would be best if the 
consultant came from a community-based center which specialized 
in workin() with the disadvantaged. Further, it would be helpful 
to distinguish between an expert and an authority. An expert 
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offers his judgments and his reasons, which the agency can 
integrate with its own specialized expertise. An authority is 
someone who must be obeyed. Manpower workers do have a 
specialized knowledge of the unemployed and of the world of 
work, The reconwnendations an<1 judgments of a mental health 
consultant should be evaluatecj in the light of the agency's 
knowledge and judgment. In short, a mental health consul- 
tant is a resource , not a supervisor. 



o 

ERIC 



— 

-230- 



PROBLEM #7 

Personal 
problems of 
enrollees 



objective I 

Protect enrollees ' 
health & welfare 



STRATEGY 

Three kinds 



RESOURCE #2 : 

Access to 
Drug Treatment 
Programs 



RESOURCE #2: ACCESS TO DRUG TREATMENT PROGRAMS 



Tn the past, nany public agencies tried to ignore drug 
addiction. They avoided providing services to addicts and 
tried to "overlook" drug usage among their clients. Many 
workers are afraid of drugs, and feel that people with drug 
problems are too "heavy" to handle. Drug usage becomes like 
a dirty secret that no one wants to mention. 

But ignoring the problem and not providing services to 
drug users did not make the problem go away. Instead, it has 
gotten worse. Since manpower agencies inevitably deal with 
people who use drugs, it would be well to know the differences 
between marijuana, pills, and hard drugs and between use and 
addiction. This way they can make appropriate responses to 
very different kinds of enrollee situations. 

More important, services to enrollees would be improved 
and would be more realistic if agency workers were willing and 
able to accept drug usage as a fact. Then it would be possible 
for enrollees to deal openly and frankly with drug situations 
that constitute powerful influences on their lives and work 
careers . 

Finally, manpower agencies need links with drug treatment 
programs so that enrollees may be appropriately referred. Staff 
of local drug programs can be used by the agency for in-service 
training of manpower workers to familiarize them with the drug 
scene. Through joint participation in such in-service training, 
working relationships between the manpower and the drug treat- 
ment agencies could be s treniithened. 
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I RESOURCE^ i 



1 . 



2 . 



1. Enrol lee needs 
a job or train- 
ing placement. 



To place the 
enrol lee on a 
job or In 
training. 



3. 



4. 



5. 



Search for a slot 
that fits the 
enrollee's bill. 

Get enrol lee to 
accept an avail- 
able opening. 
Prepare enrol lee so 
he looks good to 
employer. 

Intervene with em- 
ployer so he'll 
accept enrol lee. 

Get both enrol lee 
and employer to 
make some changes. 



1 . 



2 . 



3. 



4. 



1 . 



A. 

2. Enrollee 
rejects Job 
referral . B. 



3. Uncooperative 
or resistant 
employer. 



4. Enrollee has 
been fired or 
laid off. 



Convince enrollee 
to take the 
first referral. 
Find another 
placement. 



1. One-to-one coun- 
seling. 

2. Persuasion 

3. Prove sincerity 
and conmitment. 

4. Change the 
referral . 



2 . 

3. 

4. 

5. 



Get company to 
hire and retain 
minority 
employees. 



1. Get company 
Involved In 
agency's program. 

2. Arrange a success- 
ful experience for 
the employer. 

3. Get company to 
change Its people. 

4. Become legalistic. 



1 . 

2 . 

3. 

4. 



Keep the 
enrollee on 
the Job. 



1. Check out nature of 
the problem. 

2. Negotiate with 
the company. 

3. Negotiate with 
the enrollee. 

4. Make a plan and 
carry it out. 



1 . 

2 . 

3. 

4. 

5. 



An employer 
1 ntel 1 1 gence 
system 

Access to legal 
expertise 
Job search 
workshop 
Effective team 
structure 



Feedback, super- 
vision and appropriate 
evaluation 
Organizational 
consensus 

Access to job orders 
Grievance machinery 
for enrol lees 
Status of minorities 
and coaches within 
the agency 



Planning for 
employer Involvement 
Employer 
follow-up 
Employer relations 
and Job devel- 
opment strategies. 
Training In equal 
opportunity law 



Racial /ethnic 
staff mixture 
Flexible 
orientation 
Access to employers 
Access to 

supportive services 
Ad^uate records 
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5. Enrollee 
quitting the 
Job. 



6. Enrollee In 
trouble with 
the law 



7. Enrollee's 
personal wel- 
fare In dangei 



A. Keep the enrollee 
on the Job. 

B. Get the enrollee 
a different 

pi acement. 

C. Prevent the 
spread of 
dissatisfaction. 



A. Free the 
enrollee. 

B. Save the 
enrollee's Job. 



Pronote enrollee's 
health and 
welfare 



1 . Help him achieve 
Incentives. 

2. Show the dis- 
advantages of 
quitting. 

3. Encourage enrollee 
to stay at Job 
until something 
better turns up. 

4. Help him with 
personal problems. 

5. Refer enrollee to 
a different Job. 

6. Take enrollee out 
of the Job market. 



1 . Advocate for the 
enrollee to the 
court. 

2. Give evidence for 
the enrollee. 

3. Get legal 
resources. 

4. Get the charges 
dropped. 

5. Give emotional 
support to the 
enrollee. 

6. Advocate to the 
employer. 

7. Line up a Job for 
after Jail. 



1. Advise the 
enrollee. 

2. Change the 
enrollee's 
experience. 

3. Act for the 
enrollee. 
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1. Long term rela- 
tionship with 
employers. 

2. Technical expertise 
In Job description 
and performance 
standards 

3. Relationships with 
enrol lees' families < 

4. Flexibility In 
working with 
enrol lees 

5. Criteria for 
Judging success 
of coaching 

6. Suitable schools for 
dropouts and adults 



1. In-service legal 
training 

2. Specialized court 
unit 

3. Linkages to 
sources of legal 
aid. 



1. Mental health 
consultation 

2. Access to drug 
treatment 
programs 
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advocacy for clients, 110, 113, 118, 123, 
134-138, 140, 157, 164, 191-194, 204- 
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educational support; friend (coach as) 
anger, 5, 9, 98, 115 
anxiety, see fear 

arrest records, 25, 28-29, 35. 102, 121, 
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baby-sitting, 121, 141 
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CAMPS, 42 

case conferences, 71, 82-83, 116 
confidence (lack of), 2, 16 
confidentiality, 28, 199 
consensus, organization. See coordination 
coordination, 79 , 81, 82 , 84, 146 
counseling, 54-55 , 56,58 , 61 , 62-72 , 81, 
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court, 191-194, 195, 208 
court unit, 193, 209-210 
creaming, 103, 104 
credibility, 73-74 , 79, 110-111 
criteria. See evaluation, 
critical incident, i-ii 



dependence, 80, 227 
diagram. See summarizing diagram 
discrimination, see sexism; racism 
dissonance reduction, 69-70, 196 
drinking, 2, 31 

drugs. 25. 28-29, 212, 226,231. 



enforcement, 110-111, 113, 118 
epilepsy, 121, 125, 134 
evaluation (of staff performance), 81, 82- 
83, 182-184 
evidence, 195-196 

expectancies, 217-218, 220-221, 224 
exploitation by employers, 163-164 
expunging records, 30 



falsification, 25, 28-30, 36, 121, 124, 

128, 134, 166, 168. See also honesty 
family problems, 126-127, 130, 180-181 , 
212-230 

family visits, 180-181 , 182 , 203 
fear, 5, 6, 7, 8, 9, 11 , 48, 51, 193, 

203, 224-225. Racial anxieties, 131-. 

133, 136. 

feedback to enrollees, 11, 13; to staff, 

81 , 82-83, 105 

flexibility, 145, 182. See also orientation 
"flighty" enrollees, 156, 159, 160, 

174-175. 

follow-up with enrollees, 17-18, 21-23, 

33, 39, 59, 105„ 110, 132, 157, 167, 

180, 202, 222; with employers, 94, 

103, 113, 116, 178. 207. 
foremen. See supervisors 
format explained, viii-xi 
friend (coach as), 172. See also 
emotional support 



grievance machinery, 81, 87-88 
guilt (psychological), 64-65 , 74 , 98, 
138 



hair, 20 

health problems, 212-231 

honesty, 33, 35, 79; See also falsification 

hustling, 5, 154 



effectiveness. See evaluation 
emotional disturbance, 2, 31, 225 
emotional support, 172, 202-203, 221, 227. 
employer intelligence system, 41 
employer relations, 178; See also job 
development; follow-up; Involvement 
of employers. 
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identity (work), 159 
incentives, 6-7, 13, 162-164 
information bank, 42 
interests (vocational), 158 
interview (employment), 13, 15, 24, 63, 163 
Involvement of employer, 95-101, 113, 
114-115, 207. 
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job description, 179 
job developers, 9, 30, 45, 79, 103, 
114, 146 

job development strategies, 103, 113, 
117 

job orders, 77-78, 81 , 84, 85-86 
job matching (in Jobs-Now), iii-iv 
Jobs-Now (description), ii, 41 
job search skills, 39, 44 
jobs, temporary or part-time, 11, 

12, 176 



lateness, 2, 6-7, 60, 93, 102, 112, 
124, 149, 152-153, 159, 171 
legal action. See legal rights; 
enforcement 

legal problems, 2, 15, 16, 124, 126, 
136, 147, 186-211 

legal rights of enrol lees, 30, 43, 
113, 118 

legal expertise, 43, 1 12, 190, 197- 
199, 208-210 



manager (of agency), 87, 100-101 
Manpower Science Service, 12, 26 
medical problems, 32, 44, 211-231 
mental health consultation, 225, 229- 
230 

Minneapolis Vocational Rehabilitation 
Center, 44 

modeling. See role modeling 
motivation (and lack of), 4-8, 9, 13, 
57-53, 77, 91 , 95, 125 
mystification, 55-56, 59,79 



obesity. See overweight 
objectives of agency, 70-71 , 81, 82, 

84, 85-86, 183 

orientation programs, 114-115, 132, 145 
outcome (process criteria), 183-184 
overweight (example), 2, 19 



performance standards, 179 
personal problems, 171-172, 173; 

See also family problems 
planning for employer involvement, 
113, 114-115 

post-dec. sion certainty, 69 
practice, 12, 26-27 
principles (psychological), 7 

o 

ERIC 



process(vs. outcome criteria), 183-184 
prison record. See arrest record; 

legal problems 
problem-solving, ix, 141 
program hopping, 5, 20 
program pimps, 5 

psychological reasons for refusal, 
51-60 

psychological (see principles) 
psychologizing , 55-61 , 64, 74, 89, 

128, 229 



quitting the job, 6, 22, 152-185 



race/ethnicity (of staff), 55, 81 , 89, 
97, 137, 140, 142-144; of enrollees 
12, 93, 96, 114, 123, 130-133, 137 
142-144, 163 

racism, 44, 55-56, 58, 85-86, 89, 93- 
94, 98, 109-112, 114, 123, 130-133, 
169 

raises. See salary 

records, 23, 116, 127, 149-150, 178, 
195-196; See also follow-up. 
replacing the enrollee, 12, 13-14, 21- 
23, 156, 158-159, 173 
role model ing, 12, 137 
role playing, 12, 25, 132, 133, 145 



salary, 152, 154, 157, 162-164, 179 
San Francisco Adult Opportunity Center, 

44 

school placement, 159, 174-177, 185 
sensitivity training, 95, 96, 98-99 
sexism, 54, 85-86 
simulation, 12, 133 
slot-filling, iv 
social stereotypes, 55 
status (of coaches), 55,-56, 81 , 89, 143- 
144; (of jobs) 60, 158 
stealing, 102, 112, 125, 128, 130, 135 
sumnarizing diagram, x-xi 
supervision (of manpower workers) , iii, 
81, 82, 83, 182, 183, 184 
supervisors (of enrollees), 12, 92, 94, 
95, 198, 120-122, 124-125, 128, 130, 
131, 133, 134-36, 137-138 
supportive services, 147-418, 197-199, 
209-210, 229-231. 
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teams, iii, 10, 45-46, 146 
termination, 37-40 
testimony, 191-196, 208-209 
tests (employment and aptitude), 15, 
20, 24, 26-27, 109 

training, in-service, 112, 117, 118, 
208, 231 ; See also case conferences 
transportation, 44 



withdrawn enrol lee, 120 
work try-out, 27, 31 , 34, 134 



YM-YWCA (Chicago), ii 



